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CHAPTER I , 
INTRODUCTION 


Stetement of the Problem: 

Management has been defined as the "function of execu- 
tive Lea@erenip. "= If this 1s accepted, the problema of 
military leadership are those of military management, and 
the problems of top management are of ea nature that require 
executives of exceptional capacity for the required level 
of performance. Secause of this, 1+ is essential thet mili- 
tary commanders exert every effort to insure a continuous 
flew of qualified officer leaderge into executive positions 
in military organizations. 

There are generally celieved to be three sources of 
leadership ability: heredity, environment, and Wewtidtian. 
Each of these is believed to contribute its share to the 
amke-up of a leader. doet authorities believe that traits 
which are dependent upon heredity are not developable, but 
that environment and training can be called upon to assist 


in the executive growth of leaders. Environment, sa a 





. Ralph C. Davis, Preface to Fundamentals of Top Man- 
azement (New York; Harper & Hrotherse, Fuolishers, 1551), 
pe. xixe 


Arthur J. Jones, The Education of Youth for Leader- 
ship (Kew York: McOraw-Hill book Company, 1950), p. Ff. 
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method of developing leadership, is provided the military 
officer by virtue of his daily performance of duty, but 
training must be provided to insure a balanced scrowth progran. 

One training method that has recently created consider- 
able interest in training circles is known as “role-playing.” 
It is a training method by which two or more people propare 
for a real-life situation by acting out a simulated situa- 
tion, with a view to belng prepared to cope more effectively 
with the situation when it materializes. it can be utilised 
ag an aid in almost any field of endeavor vecause it is based 
on spontaneity cf action, so that role-playing becomes very 
much like a real life aituation.? By use of the simple drama 
the participants and the audience are afforded an opportunity 
to analyze the problem and develop ideas on the subject. 
These ideas can then be interchanged to the benefit of all 
concerned. 

Tne purpose of this study is to conduct a eurvey of 
role-playing as a lesdersilp development technique, in orver 
to determine the objectives and procedures that may be appli- 
cable to the teechnlaue when applied az an informal training 
method at the loval command level within the military ertab- 
lishment. 





3 A. A. Liveright, “Union Leadership Training--A Hand- 
book of Tools and Techniques,” condensed in Personnel Journal, 
April, 1951, p. hie. — _ 
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Importance of the Problem: 

The importance of high calivter leadersnip in military 
situations was recognized as far back as Napoleon, whe is 
reported to have said, “A wise direction is of more evail 
than overwhelming numbers, sound stratezy than the most 
perfect ermament." This situation has remained true; in 
fact, modern armies have iacrearned in size and require larger 
numbers of qualified leaders than did tne armies of Kapoleon. 
Further, in modern warfare, the leader has increased in ime 
portance because the complexities of modern armiss require 
additional skill in handling humen relations and in coordin- 
ution and teamwork, The latter phases of leadership are of 
special signiffeance becauae “there is probably no phase of 
human activity where one ia so likely to try to find good 
excuses for his weakness and lack of real szill as in the 
handling of people, "4 Therefore, modern military leadership 
has increased in importance, both quantitatively and quali- 
tatively, and the development of qualified leaders hase be- 
coms the concern of every militery organization. 

the inpertance of good leadership has been recognised 
by the military, and executive development policies have vceen 
established by the various branehes of the armed forees to 
insure adequate leadership cevelopuent in junior officere. 
The objectives of such policies have been to prepare young 


LOY CLE TE ITD 
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George D. Halsey, How te be a Leader (licw York: 
feyper & Brothers, Tublishers, 1958), p. 7. 
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officers to assume the high degree of authority and reapon- 
sibility that will be required of them as the top military 
commanders of tomorrow, This ultimate objective har been 
supplemented by immediate and intermediate objectives con- 
cerned with the training of officers to adequately perform 
their current duties, and those duties to which they may be 
assigned along the road toward the top levels of command. 

The Marine Corps, for example, has provided for the 
fulfillment of leadoranip develonment objectives by ertab- 
lishing an overall policy based on job rotations and on-the- 
job training, supplemented by formal achooling. That oro- 
grem furnishes « semole of the pelicies of the various ser- 
vices, and excerpts from the Marine Corps Manual provide an 
fllustration of typical current practices: 

The purpose...ia to preseribe assignnent 

policies deaigned to develop highly competent 

officers, qualified to serve most effectively 

in the event of a future war or national emer- 

gency. The policies support a program consisting 

essentially of "on the job” practical training, 

supplemented by formal school training. The 

program will eliminate repeated assignments to 

the ssme type duty unless specialization is indi- 

cated, and will substitute therefore greater 

opportunity for officers to gain broad command 

and staff experlence.... 

fhe key to the program is rotation of assign- 

ments. Rotation emong assignments in a broed 

sense, i1.e., among fleet marine force and non- 

fleet warine force organizations, and to formal 


schooling, and among assignments in a narrower 
eense, 1.6., tO command, student, reserve, etc., 
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duties, willl be effected by the Commandant of 
the Marine Corpse with a view towa:d progressive 
Gevelopment of the individual officer.... 


The purpose of the various schools and courses 
eatablished for commissicned personnel is to 
assure a corps of officers proficient to the 
highest degree in tnose professional and technical 
Guties of staff and command neceseary to carry 
out the missions of the Marine Corps....in gen- 
eral, it shall be the policy to insure the 
military schooling of commissioned officera 
as a Whole ratner than comprehensive schooling 
of a small minority. To implement the above 
policies, schooling is provided Herine Corps 
Officers as followas 

a. By assignment to courses of inatruction 

at appropriate schools. 

b&b. By making available to all officers 

extension courses. 


Thus, the assignment pattern for the development of 4 
particular officer would include aporoximately eight years 
of fieet marine force (combat unit) duty, eight years of 
non-fleet marine force duty, and three years of formal 
schooling before that officer would be assigned duties in 
accordance with his experience, as oppored to assignments 


on a basis of general executive growth. 


Nature of the Frobjem: 

The above policies make no provision for the informal 
leadership training of officers wituin local commands, al- 
though moet commands conduct informal trainins on a volun- 


tary basis. This limiting factor in the development of 
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wilitary leaders provides the basis for the problem to be 
considered in this etudy. Is role-playing, by itself, or 
in conjunction with other tratning methods, a poasible 
answer to the problem of loosl command training? Cen the 
method be used to supplement and complement present leader-~ 
ship development, policies anc thus assist in the atta‘lmment 
of the objectivea of executive growth of military officers? 

Before attempting to answer these questions, the 
mature of the informal training problem must be !mown. An 
ezample of the characterietios present in local command 
training altuations, as exemplified by a typics] aircraft 
sqvadron, might includes 

Studentsa: Officers of an organization usually attend 
treining sessions on a compulsory basis, provided that 
they are not engaged in more pressing dutics at the time. 
The average attendance at an aircraft equadzen training 
cless, for example, would be about 15 to 20 officers. The 
group would vary in militery experience from one to twenty 
yeare, in rank from second lieutenant to lieutenant col- 
onel, with the average age between twenty-five and thirty. 

Leadership: Moet orranizations have a training 
officer assigned, responsible to the unit operations 
officer. This trainin officer is usually charged with the 
respensibllity of scheduling classes, preparing eubject 


material, obtaining training aids, assigning lecturers from 
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the officer group, anc the generai coordination of the pro- 
grem. ‘the officer assigned is rarely a qualitlec training 
authority, but bas usually been given the assignment in 
accordance witn the reguler job rotation policy. 

Meetings: Some operating units schedule regular offi- 
cer training sessions. aA wore typical procedure, nowever, 
is for an organization to have a "foul weatner” training 
progren, to go inte effect during inciesent weather when 
aormal operetion ls not possible, or when other factors 
force cancellation of normal working routines. in either 
case, training ts normnliy conducted during working hours 
in one to two hour perlods. 

Graining conditions: Training aids; including project- 
ors, film libraries, blackboards, sound recorders, mock-ups 
and models, etc., are normally available «at all permanent 
&tations and at most temporary militery bases. Classes 
are usually held in the working areas; in squecron ready 
roome, thips' wardreoms, or barracks classrooms, with aver- 
age lighting, stucent comfort, end noise, 

fubject material: Kost tnicrmal training is technical 
in neture, supplemented by general interest and broad edu- 
cational cubjects. ‘the mattwor of subject material is large- 
ly left up to the unit commander, although certein subjects 
muy be prescribed by higher commancs, or the Kigher com- 


mands may conduct classes for all officers in certain sub- 


jects. 
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Top management backing: The various services encour- 
age informal unit training, but usually require it only 
when the unit mission so prescribes. Local superior com- 
mands often require a prescribed number of hours of training 
each month or require adequate coverace of particular sub- 
jects. In general, however, higher commands back unit train- 
ing through supplying staff advice and training aids, and 
by promoting training by inspecting unit training programs 
and facilities periodically to insure that programe are in 
effect and operating according to eurrent directives. The 
particular unit commander is actually the deciding factor 
as regards the strength of informal training programs; his 
attitude determines the extent and nature of the orzganiza- 
tion's training status. A usual command attitude concerning 
training is that it is to be encourage and promoted, pro- 
vided that it does not interfere with the accomplishment 
of the command misegion. 

The nature of the problem of this study is one of 
determining whether role-playing, under conditions similar 
to those described above, can meet tne requirements of a 
geod training program, and thus contribute to tre overall 


executive cevelopment of the military leader. 


Scope of the Study: 
The purpose of the study and the nature of the problex 


suggest that the scope of the study should be limited to a 
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discussion of the method in the light of the requirements 
of good training programs, and to the possible uses through 
which the method might contribute to the development of 
military officers. 

The requirements of a good training program ere cener- 
ally considered to include: 

1. Definite training objectives. 

2. A definite training plan. 

3. Sound training polisy. 

l. Progressive top leadership. 

5. befinite location of training responsibility. 

6. Sound training methods. 


7- Sufficient appropriate information for training 
purposes. 


Role-playing, for the purposes of this study, is con- 
sidered as a@ contributing factor in the overall executive 
growth of the military officer. The method is considered 
herein ae a supplementary tool, one to complement the over- 
all program now in effect, and the problem becomes one of 
fitting the method into ite place within the requirements 
of a good program. in reference to the above seven require- 
ments, the study is concerned as follows: 

(1) The objectives of military leadership have been 
listed above; this study is concerned with the part that 
role-playing can play in furthering those objectives. 


Davis, op. cit., p- 499. 
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(2) The training plan for leadership advancement has also 
been mentioned; role-playing will be considered as an 
addition to thet plan, as a method to supplement present 
training by incorporating the technique in local command 
training programs. (3) Training policies are, in themselves, 
beyond the scope of this study, but role-playing must be In- 
vestigated in the light of possible policies to determine ites 
value anc uses. In this connection, there sre considered to 
be three diatinct leadership development policy levels in 
the armed forces: The top level policy has been cetermined- 
the various services will conduct leadership training; a 
second policy level can be described as the basis to be 

used for leadership training methods, i.e., through develop- 
ing specifle leadership characteristics, by use of job 
specifications, etc,; the third poliey level, which is the 
primary concern of this study, is concerned with the train- 
ing methods to be used in carrying out the higher level 
policies. 

(4) Top leadership tacking is of concern in this study 
because, unless the subject method is acceptable to organ- 
ization commanders, and can obtain and hold their backing, 
it has little chance to succeed in practice. (5) The loca- 
tion of responsibllity for command training has been set 
with military commanders by regulation; within each com- 


mand, however, the problem must be given attention. (6) 
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The study is directly concerned with the value of role- 
playing as a training method, so ite educational status and 
practical values must be investigated. (7) The problem of 
determining whether there is sufficient information avail- 
able for training purposes ia considered herein because 
there must be sufficient information available to warrant 
use of the technique. 

The study has been limited to an appraisal of the above 
areas because the time and monetary difficulties invol ved 
in a comprehensive evaluation prohibited such extensive 
coverage. 

Throughout the study, role-playing has been considered 
from various viewpoints, and information has been drawn from 
the fields of education, medicine, industry, and the mili- 
tary. The latter two have, perhaps, been emphasized because 
the training conditions in those fields appeared the most 
applicable to the problem at hand. 

Certain terms, used throughout the study, whose mean- 
ings might be confused are defined as follows: 

Role-playing: As used in this study role-playing con- 
sists of any dramatic presentation utilized in classroom 
training. This interpretation includes dramatic presenta- 
tions commonly found under the names of experience prac~ 
tice, playlets, skits, socio-dramas, psycho~cramas, etc. 

The only restriction placed upon the term is that the sit- 


uations must be concerned with the face to face relations 
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of leaders and subordinates in non-tactical problems. 

Executive, Supervisor, and Military Leader: The terme 
are used synonymously, to include all levels of leaders in 
industry, and to the military commissioned officer. 

Leadership: A leader is considered as one who has the 
function of getting something done through the efforts of 
other people.” 

Military: The term, as used in this study, encompasses 
any or all of the armed forces of the United States, al- 
though the majority of iliustrations and examples have been 
drawn from the author's experience with Marine Corps situa~ 
tione. 

training and Rducation: Trarovghout the study the terms 
are used synonymously, to include both skill training and 
general background knowledge. However, authorities whose 
field isa primarily one of practicing industrial training 
are referred to as "training authorities," as opposed to 
“educational authorities" who ere considered professional 


men primarily concerned with the theory of education. 


¥ethod of procedure; 
The questions to be answered regarding the place of 


role-playing among the requirementa of a cood training pro- 
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tives (Boston: Graduate School of Administration, Hervard 
University, 1950), p. 18f. 


? Myles L. Mace, The Growth and bevelopment of ixecu- 
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gram, and the possible uses to which the method might be 
put, suerest further questions that furnish a basia for 
procedure in the studys 

What is role-playing? 

What walues are attributed to ite use? 

What are the obstacles involved in its use? 

how might it work in practice? 

How has it worked in practice? 

The development of role-playing as a training method, 
ite uses in verious fields of enceayor, and its prerent statua 
are discuseed in Chapter II. The purpose of that chapter ia 
to forma basis for further investigations based on an under- 
standing of the method as it exists today. 

Chapter III le concernee with the value of role-playing 
as a training method. The theoretical values ere investi- 
gated ang compered with practical appraisals of Induetrial 
users. Methods of using the technique, and typical charac-~ 
teristice of prorrams, are included in the appraisal to 
furnish a baeis for planning a military prorrem. 

Chepter IV containe a ciscnesion cf the major obstacles 
involved in the utilizatien of the method in leadership 
training. The job of the group leader, or instructor, is 
given particular attention. 

A theoretical application, based on an overall policy 
of leadership training through the use of eritical situa- 
tions, is illustrated in Chapter V. An attempt is made to 


indicate ome way in which role-playing wight be used to 
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teach the principles of leadership, and to illuetrate the 
type of subject matter available. 

A case study of the method in operation in a local mil- 
itary command situation is reported upon in Chepter VI. 
Tne observations are based on an experiment conducted by 
the officers of a Marine aviation squadron, using tre in- 


formation presented in this study. 





CHAPTER II 
THE DEVELOPMENT OF ROLE-PLAYING 


Introduction: 

Before attempting to determine specific characteris- 
tica and procedures, it is necessary to obtain a general 
understanding of a subject. In the case of role-playing, 
its history, background, fields of present usage, and ex- 
tent of use must be determined before considering specific 
items. 

This chapter is concerned with the origination of role- 
playing, its development as a training method, and ite 
present uses in tue various fields of education. The scope 
of the chapter has been limited to these topics, with em- 
phasis being placed on the field of industriel training. 
The early history of role-playing, early leaders in ite 
development, present usage, and a discussion of develop- 
ment in industrial training areas are prezented in that 


order. 


karly History: 
1 
Most authorities consider role-playing as a fairly 


For example: Stuart Chase, Koads to Agreewent, p. 
99; and, Delbert C. Miller, “Introductory .emonstrations 
and Applications of Three Major Uses of Role-Playing for 
Businesa and Government Administrators,” Sociometry, Feb- 
ruary, 1951, p. 9. 
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recent development in education. Its use as a training 
method, however, can be traced back for many years. The 
military can possibly be credited with the earliest formal 
use of the method. For example, Napoleon utilized a form 
of role-playing in the camp of Boulogne, when he prepared 
his armies for battle through a series of training maneuvers, 
and Abercrombie trained British troops in landing operations 
at Cypress in 1901, through mock battle landings. It might 
be argued that these battle maneuvers cannot be considered 
true role-playing, as conducted in the confines of the 
classroom or office. If the definition of role-playing 
originally used in this study is accepted, however, man- 
euvers fit the definition because they call for acting out 
the parts of leaders and soldiers in battle, and the 

people concerned prepare themselves for actual situations 
through the artificial situations they enter. 

These early battle maneuvers were conducted more by 
chance than plan,? but organized and planned battle “exer- 
clises" have been conducted by the navies of the world for 
years. The United States Marine Corps has conducted 
Planned maneuvers regularly, and on a large scale, since 


1921.4 These latter instances, elthough not recognitred or 
Alfred Vagts, Landi Cperations (Harrisburg, Pa.: 
&ilitary Service Publishing Company, 19,6), p. 6. - 
3 Lee olt. 


4 Clyde H. Metealf, A History of the United States 
Marine Corps (New York: G.P. Putnam's fons, 1939), p.Se7. 
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termed as role-playing, may furnish the earliest examples 
of planned education through the acting out of situations 


of concern to the participants. 


Early Leaders: 

Most authorities on role-playing” credit Doctor Jacob 
L. Moreno with the origination of the modern concept of the 
“psycho-drama” and "socio-drama," which are usually consid- 
ered the first formal educational develovments in the role~ 
pleying field. Under this concept of development, the 
origin of role-playing is found in the idea of the psycho- 
Grama, as originated by Doctor Moreno about 1923.° 

Doctor Moreno was born in Bucharest, Kumania, Yay 20, 
1892. He became a psychiatrist and author in Austria, and 
it was there that he first experimented with the psycho- 
Grama in the treatwent of mental disorders. Moreno came 
to the United States in 1927.’ At that time he began in- 
troducing his psycho-drama technique to American medical 
authorities and educators. He lectured at Columbia Univer- 
sity and the Hew School for Social Research, experimented 
with psycho-therapy in the treatment of mental disorders 
at St. Blizabeth's Hospital, Washington, D.C., at Sing Sing 





? Por example: Chase, op. cit., Pp. 99; and, Leland 7. 
Bradford, "The Future of Supervisory Training," Personnel, 
July, 1945, p. 10. 


Wno's Who in America, 1950. 
Loc. cit. 
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prison, and he established the Paychodramatic Institute in 
New York. Moreno has also written books and articles on 
his techniques. He is the editor of Sociometry and Group 
Psychotherapy, periodicals on sociometry, author of nuner- 
ous monographs, and teacher-administrator of the Psycho- 
dramatic Institute (now the Moreno Institute). 

As indicated above, most of Moreno'ts early work was 
directed toward healing the mentally 111 turough psycho- 
therapy, and his psycho-drama was primarily designed for 
that purpose. foreno's interests were those of a psychiat- 
rist, and his efforts were directed along those lines. 
Doctor Moreno recognized the educational values of role- 
playing in other fields,” and has explained his thoughts 
on the educational value of the method by promoting a 
"learning through gpontaneity”" theory in his ont binge.” 

The opening of Moreno's Psychodramatic Institute, in 
19357, possibly signalled the first ceneral acceptance of 
the idea and development of the psycho-drama as an educa- 
tional method. In 1937 the Institute first sponsored role- 


il 


Playing techniques on a broad scale. Students were given 


Chase, op. sit., p. 99. 


? Jacob L. Moreno, Introduction to freyenodrama and 
Sociodrama in American Education, edited by A. B. Haas, 
pe e 


10 The spontaneity theory of learning is discussed in 
Chapter III, 


a Miller, op. cit., Pp. 49. 
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demonstrations and taught the necessary techniques for ite 
use. There students then went out and publicized the pro- 
gram and the Inetitute. 

There were a number of other leaders in the early de- 
velopment of role-playing as a training method. Many of 
these people were originally motivated through Horeno's 
efforte, but they were instrumental in further developing 
and expanding the program. Ronald Lippitt, Rosemary Lippitt, 
Alvin Zander, and Dootor Helen Hall Jennings are generally 
considered important contributors among the early leaders 


- 


and developers of the techniques tnenivea.” 


Role-Playing Today: 
From the humble beginnings described above, role-play- 


ing has grown into a widely used tool in ecucational pro- 
grane. Today it is used as a teaching technique in many 
flelda of endeavor. An examination of the facilities of 
the Moreno Institute indicates the growth of the original 
project, from a psychotherapy clinic to a well rounded 
educational institution in the few short years of its 
existence. The Institute now offers several fifteen-week 
courses each year. The instruction presented by Doctor 
Moreno and his associates covers the general fields of 


Human Relations Methods, foclodrama, Sociometry, and Group 


Bradford, op. ecit., p. 10; and, Chase, op. cit., 
pp. 99, and 102. — 
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Leadership fodalgnee Specifieally, instruction is 
given in such diversified fields as Nursery Schools, Child 
Guidance, Public School Education, Juvenile Delinquency, 
Speech Cisordersa, Leadership Training, Family and Merriage 
Problems, and Community and Religious tyonhonn, The 
Institute alao publishes motion picture training films on 
paychotherapy and psychodramas.?? 

This increased educational concept of role-playing is 
by no means exclusive with Loctor Moreno, nor confined to 
his publications or classes. He was the early leader, and 
his leaderehip undoubtedly contributed to the advancement 
of the teaching method, but today the uses are so varied 
that progressive educators everywiere have acopted and 
accepted role-playing in one form or anotner. Yormal educa- 
tion, from grammar school] through college and adult educea- 
tion, nas adopted the method and heiped to advance the 


techniques involved .2° 


Informal educational programs and 
situations have also found many uses for the new tool. It 
has been used by husbands and wives to analyze and correct 
family situations, by vocational guidance groups in prepar- 
ing young people to look for jobs in industry, by parents 
LS sociometry, “ay, 1950, p. 160f. 
1k Socitoxetry, Pebruary-sy, 1945, p. 151. 
3 Sociometry, february, 1951, Advertisement. 


6 For a text covering, role-playing in the educaticon- 
al system see Hass, op. cit. 
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to provide simple anawerse to the everyday problems of 
children, and by the government and industry for many pur- 
poses. Role-playing has been successfully used in radio 
presentations, and is expected to become a powerful educa- 
tional technique in television.+? 

The military have continued their use of maneuvers ae 
@ primary training method for combat units. They have 
also adopted the role-playing technique in military schools. 
This is particularly true in the higher level military 
schools, where senior officers study many militery and 
naval problems through the use of puia-phagiings Military 
legal schools have also used the technique for e number of 
years through the use of "mock" courta.?) The Navy trains 
service school instructors by "experience presentations," 
which are another forn of role-playing; and the technique 
is often used in the selection of candidates for particular 
military assignments. 

The above variety of applications of the role-playing 
technique indicates that the method is not limited in ite 


Chase, op. cit., pp. 99-105. 
For example: Mirine Corps Schools, Quantico, Va. 


1 
9 For example: Naval Justice School, HKaval Wer 
College, Newport, R.I. 


For example: Naval Air Technical Training Command, 
U.S. Naval Air Station, Memphis, Tennessee. 


4 For examples The Office of Strategic Services 
selection methods used during forld War II; see "Improvisa~ 
tions,” Sociatry, April-august, 1948, pp. 27-36. 
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use to certain educational areas. The flexibility of the 
method apparently permits ita use, to some cegree, where- 
ever problems or ideas are to be considered by a group of 
individuals interested in learning about a particuler sub- 
ject, or interested in preparing themselves to handle actual 


situations effectively. 


bevelopment in industry: 

American industry has assited in the development of 
the method as a training aid. The technique apparently fits 
into industrial training programs with ease, and because of 
the similarity between industrial and military training 
situations, industrial development is considered of special 
importance to this study. A review of industrial applica- 
tions should, therefore, provide a better foundation for 
further study. 

Role-playing has developed rapidly in industry during 
the last ten years. io indicatione of its plenned use are 
available before the start of World Wer I1, although un- 
Planned use of the technique often resulted from the 
actions of quick thinking executives, ae indicated in the 
following anecdote: 

Beck in the '50's Joe Mankiewicz, now one of 

the leading lights in the motion-picture field, 

was a struggling young seript-writer at Paramount. 

His contrect called for annual raises but when 

his firet ¢25-a-week raise came due Paramount 


was in the throes of bankruptcy. Emanual Cohen, 
the studio's vice-president, called Mankiewicz 
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in. With teara in his eyes he reminded Joe that 
it was the duty of every loyal Paramount employee 
to make sacrifices, that money wasn't everything, 
thet he ought to be grateful to the atudio for 
giving him his opportunity. ilils final gesture 
was to make Joe take his place at the executive 
desk. ‘How you be me, struggling to save thia 
studio from ruin,’ he said, ‘and I'll be you, 
asking to have my salary ralsed.'* 

Joe shuffled the papers on the desk and glared 
at his boss. ‘I'm a busy man, Mankiewicz, ' 
snapped Kenkliewlcz. ‘You ought to know better 
than to bother me about a lousy $25 raise. You 
have it. Wow get out?! 

Joe got the raeise.c2 


The earliest planned uses of role-playing in indus- 
trial training are hidden and vague. fFossibly the sales 
training programs of various companies furnished the first 
cases of "practice demonstration" training methods. Sales- 
manship has been taught by this method for yeers, and some 
present day role-playing techniques may have developed 
from such cerly programs. Again, 1t may be that the method 
was borrowed from early military programs, possibly after 
World Wer I. 

Some authorities“- credit Doctor Moreno with the for- 
mal development of role-playing as an industrial training 
aid. s#oreno did make application of his techniques in 
industrial situations at the Psychodramatic institute as 


early as 1942.24 His programs in other educetional flelds, 


Reader's Digest, October, 1951, quoted from Frank 
S. Nugent In Collier's, p. 99f. 


é3 For exemple: Hiller, op. cit., p. 9. 
2) 
Loc. cit. 
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and his principles of application of the technique, have 
apparently had considerable influence on the methods and 
techniques used in omny training progrems in industry. As 
previously discussed, Moreno has been primarily interested 
in other educational areas, but his students have branched 
out and applied his teachings to their own fields of inter- 
eat. Some of these students, including Renald Lippitt and 
Delbert C. Miller, have concentrated on industrial applica- 
tions, and their efforts have been instrumental in causing 
Moreno's techniques to be adopted for many buelness uses 

by industry and government. 

The problems of industrial training that srose curing 
World War II probably had as much to do with the develop- 
ment of role-playing in industry as any other alngle item. 
Training directors and personnel managers became acutely 
awere of the deficlencies in educational methods used in 
their training programa. They found that methods of selcc- 
tion needed improvement, thut new employses needed excessi ve 
indoctrination training, that new supervisors were 111 
equipped to handle their responsibilities, and that chenges 
in manufacturing methods were unduly celeayed by inefficient 
training programs. As a result, much thought was given to 
new training methods during this period, and experiments 
were conducted in many fielde. Frogressive trainin: methods 


of all descriptions were considered, diacugsed, and experi- 
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mented with. Koleeplayinr was one of the methods consider- 
ed, and slowly began to attract attention. ©? 

At the end of the war only a few pioneer companies had 
actually adopted the technique, but the method had created 
enough interest to warrant further attention by training 
directors and personnel managers. One early user was the 
Herwood Manufacturing Company, Harion, Virginia, whoee pres~- 
igent, voctor Alfred J. Marrow, claims his company was the 
first to adopt role-playing for industrial use.7° Labor 
unions also ploneered in the uze of the technique in prepar- 
ing for union-management negotiations.“" About this time 
various universities ctegan studies of the technique for 
possible industrial application, one cf the vetter known 
being the Maseachusetts Institute of Technology study under 
the direction of Alex Bavelas, a former associate of Doctor 
arrow .25 

Pollowing the war more and more companies experimented 
with role-playing in warious business training programs. 
Students of management and organization began te become 
acqueinted with the method and to consider its possibilities. 


However, acceptunce of the technique was alow, and aa late 


eC 
Bradford, Op. efits, pp. 6-12, 
"Group Meetings Fay Off," Eusiness Week, Mey 20, 
1950, p. 46. 
mT lA veright, Op. cit., Pe L9ef. 


Business Week, op. oit., p. 90; and, "Handling the 
Grievance Trotiem by Role-Playing,” Eusiness Seek, April 9, 
1949, p. 101. 
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as 1950 a student of role-playing”? wap able to diseover 
only a handful of industrial concerns using the method in 
their treining programs. At that time, ite use wan £0 
limited that Longenecker stated, "The use iz confined to a 
comparatively smell number of companies...There fa ea diver- 
sity of opinion as to its possible application. "°° Howe ver, 
1t was about this time that role-playing started a rapid 
advance to its present position in industrial training. 
Publication of the reaults of the progrems of early 
experimenters through business and trade pertodicals, and 
realization of the wide possibilities for use of the method, 
caused role-playing to jump ahead. The application of the 
MIT studies to salesmanship wed deg focused the atten- 
tion of many companies on the new technique. Compantes 
thet hed based their future training programa on other 
methods became interested and added role-playing to their 
instruction, and new companies adopted the idea. As a 
result, a current list of industrial users of the technique, 
although still relatively limited and often experimental, 
would encompass nearly every type of business and industry, 


and would cover many fields of usage within the training 


Se 
“? Justin J. Longenecker, Unpublished Nasters Thesis, 
Ohio State University, 1950, p. 16. 


2° inia., p. 20. 


1 
Chase, Ope cit., PR. 135<195. 
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programs of the users. 


Summary 3 
Role-playing has thus become an educational tool of 


importance; its applications can now be classified into 
recognized techniques, and ita uses classified accordingly. 
One such classification, found eppropriate for industrial 
and military application, follows: 


1. Role-playing is a conference technique for 
problem solving. 


é. Role-playing 1s a technique for selection. 


3. Hole-playing 1s a trg,oing method for emplo;- 
ees and supervisors. 


A summary of the scope and status of present day indus- 
trial usage of the role-playing technique can be made from 
the above classification, because the various levels of 
management and employees have particular interests in cer- 
tain categories of the classification. Top level management 
is primarily concerned with the problem solving aspects of 
the technique. Staff personnel are interested in the use 
of the method in employment selection. Operative executi ves 
are primarily interested in the application of role-playing 
to leadership development, employees want to know what to 


expect from the method when it is used in thelr training 
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Miller, Ope ait., De 50. 
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programs, and executives at ali levels are intereated in 
the use of the tecanique for self-improvement, and for the 
training of subordinates .?> it is probable that tnese 

same classifications would apply to military situations ve- 


cause oF the similarities involved. 
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CHAPTER III 
AN AFPRAISAL OF EDUCATIORAL VALUES 
LRTROCUCTION 


Role-playing is currently enjoying considerable 
attention in educational areas. The methed "caught on" 
rapidly because the responses of early experimentere were 
enthusiastic, and the publicized results encouraged educa- 
tors and training directors to experiment with the technique 
in their own programs. Was this rapid acceptance justi- 
fied, or should role-playing be considered ag an interest 
gaining but passing fad? Continued use of the technique 
can only be justified if the foundations of the method 
are deep in the fundamental principles of education so 
thet results will be concrete and permanent. It is the 
object of this chapter to inquire into the relationships 
between role-playing and sound educational practices to 
determine the potential educational values of the method 
when applied in a military climate. 

The scope of the chapter has been restricted to the 
consideration of educational principles concerned with the 
"learning by doing" theory, because of the preponderance 
of evidence indleatirg thet role-playing is primerily a 
member of the "doing" family. This aseumption is believed 


justified vecause authorities appear in general agreement 
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regarding the theory that considers learning by doing as 
the key to the role-playing ne thod.+ The assumption pro- 
vides a basis for procedure in the study, in that the 
technique will first be itnvestigatec in the light of di- 
rectly applicable principles of the learning by coling 
theory, the opinions of educators considered, and then the 
practical advantages and limitations expressed by training 
authorities will be weighed against the theoretical values 


discovered. 


EDUCATIONAL APPLICATION 


vearning by Loing: 

Learning has been defined as a "search for neaning 
followed by appropriate action. "* if this definition is 
accepted, then learning implies a change in behavior caused 
by the ecquisition of knowledge, skill, and understanding. 
Mendenhall and Arisman point out that learning is activity 
thet le useful, purposeful, and continuous, and the test 
of a theory of learning is the quality and quantity of 
change in behavior that is evidenced by the Learner.” 


Authorities generally agree that learning by doing meets 





. For example: Allen 8. Tyler, "A Case Study of Hole 
Fleying," Personnel, September, 1948, pp. 136 and Li2; and, 
George D. Halsey, Training Employees, p. 90. 


C. B. Mendenhall anc K. J. Arisman, Secondary Aduca~ 
tion, p. 50. 
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this test through observable changes in behavior evidenced 
as the learner progresses. 

Educators further state thet a good educational method 
should not only fulf1ll the requirements of the definition 
of learning, which might be accomplished through poorer 
tiethods, but should aleo provide the learner with an exper- 
fence thet will create a desiratle permanent reaction from 
the learning situation. Dale expressed this need when he 
said: 

Education must become the rich, active, per- 

sonal and adventuresome thing it is when a father 

teaches his son how to fish, or a mother teaches 

her daughter to bake a cake, or a scout leader 

explains to youngsters how to fing their way in 

the woods without a compass, or a dramatic 

teacher coaches a play. For in all these situa- 

tions learning has motivation, clarity, and use 

to such a degree that permanence can almost be 

taken for granted. It has, in addition, a train 

ef other qualities -- such as plessureableness, 

emotional gratification, and a sense of personal 

A pte ate -- which strongly reinforce the 

learning. 

Thus, learning by doing methods may be food or bad, depend- 
ing on the cireumstances. For example, the "on-the-job" 
training of an sireraft mechanic may be effective, but 

lack of the richness necessary to fill the trainee's body 
and mind with the urge to learn more and more and enjoy 


nis labors fully. 


Edgar Dale, Audio-Visual Methods in Teaching, p. 18. 
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The objective of a role-playing program is generally 
not for the purpose of developing the one best way of 
handling a situation, but rather, to lastill in the trainee 
a deeper understanding of the forces Involved, so that he 
attains a state of flexibility permitting him to utilize 
his experience in meeting different kinds of situations 
appropriately and effectively.” Kdueational authorities 
indicate that role-playing approaches the desired level of 
learning, providing that the instruction is sstisfactory, 
because the acting out of situations provides a closely 
related substitute to a real experience, so that the e2itua- 
tion becomes personal, conerete, active, and creative in 
eppritetion.” 

ane above definition of learning indleated a need for 
& continuous modification of behavior in order for learn- 
ing to be effective. Learning 18 moet likely to be con- 
tinuous and permanent when there is sufficient »«tudent 
motivation, when purposes and values are clear, and when 
practice, application, and ese follow the orfginel exposure 
to learning.? The point is clarified by the following ex- 


planation: 





? argaret E. Barron, "Role Practice in Interview 
Training,” Sociatry, June, 1947, p. 190f. 


é For example: Dele, op. cit., pp. 15 and 101. 


7 ibid., pp. 13-16. 
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Teaching often substitutes bookish, unreal, 

abstract material for real-life situaticns. 

Learning that is acquired mechanically is almost 

always forgotten, whereas rich experiences sre 

almost always retained, a& weworable events in 

themselves or in the form of intellectual deposits. 

if learning can becore a rich ouperieges, th 

provlem of forgetting can be wanaged. 
4f this explanation is accepted, it foliowa that student 
motivation must be provided by any instructional techal que 
in order for that techulque to provide a rich experience. 

vhe learner has deflnaite needs and they determine the 
learning he acquires; most authoritivs agree taat he needs 
acceptance from his group, & wense of Velonging and achieve- 
mont, emotional stablilty, and securitys” all of whieh wust 
be provided by role-playing, or any other technique, Lefore 
lt can be considered ao govd educational method. Clear 
purposes are also believed to be important because, when 
purposes are known, understood, and accepted, and are of 
iamecdiate iwport te the learner, the student develops an 
inner urge to Leawa. ” Tractice, application, and use 
have also been listed as necessary for continuous learning. 
Tne sooner learning can oes put to use, and the oftener 1t 


is usec, the higher the level of learning eid tue nigher 


' i1 
true retention of the learner. sermanency of learning 





i) 
ibid., p. 22f. 


? Mendenhall and Arisman, op. cit., p. Sh. 
10 ibta., p. 52. 
Dale, op. cit., p. lh. 
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does not moan "parrot like" retention of every incldent or 
problem encountered in e@ classroom. There are many things 
that are not essential, such es rememiering a specific way 
to handle a leadership saituations but, rether, the aim ia 
to provide the learner with principles that will be remember- 
ed end called upon for uee in solving future provlews.*” 
Most educational authorities consider role-playing an 
excellent means of gaining permanency in learning. One 
source calls the method a good motivating technique because 
it makes the student conscious of the subject under consid- 
eration and of his own weaknesses therein.?? Dale liste 
three major values of role-playing that contribute to 
permanency: meaning, through the learner gaining an inti- 
mate uncerstanding of the atudy; 24 therapeutic, because 
self-consclousness is reduced, and the learner gains an 
insight into the problems and attitudes of others; coopera- 
tion, because etudents learn to work cooperatively toward 
a common goal.?? These opinions indicate thet it is pos- 
sible for role-playing to provide the type of rich exper- 


lence required for the continuous learning necessary in 





= Thid:, pe 2k. 


13 ¥Yenuel for Practical Levelovment of Leadership 
quali ties, pe 30, 


uy fhe wational Eaucation Association motion picture, 
"Role-Playing in Human Relations Training," notes that 
added meaning is gainec by use of the face, hands, and 
bedy as action progresses. 


15 Dale, Ope eilt., Pe 1ouf. 
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leadership development. 


The Spontanelty Theory: 

Doctor J. L. Zoreno offers another theory concerning 
the educational valuez of role-playing. Moreno believes 
that the real value of the method comes from the tpontan- 
eous reactiona of the student as he acts out various situa- 
tions. is explenetion of spontaneity shows that the idea 
is in reality an addition, or off-snoot, to the learning by 
doing theory, so that it can be consicerec as a part of that 
theory. Moreno explains his theory as follows: 


In the course of doing the involvement of the 
pupil in the act is so intensive that many exper- 
fences and expresvions, physical anc mental, re- 
main unnoticed by the subject....if these activities 
are full of misdoings he would not be atle to 
correct them as he does not recall the incidents 
themselves, only in a fragmentary fashion. The 
learning by doing is therefore seriously handi- 
capped by the consicerable degree of reletive 
amnesia accompanying the colnge. 

Here the spontaneity method comes to the reseue. 
It offers a school of training which can be 
practical....In the Spontaneity Techniques we 
have both a descriptive psychology and a process 
of learning through creativity: We have specific 
sethods for obtaining release of the creative 
energies and increasing their controls.1 


The spontaneous values of role-playing are sdvocated 
by authorities other than “Moreno and his disciples. coctor 
weaurice Greenhill, reporting on ¢€xperliments conducteu at 
Duke University, stated, "The basic principle of the whole 


~ 
Psychodrama, pp. 141, lik, 150f. 
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plen of peychodramea is spontaneous liberation of the 
emotions in relationship to the ealsting situation. "27 
Stuart Chase endorsed the spontancous values of the techni- 
que by pointing out that “role-playing has no point if lines 


are learned in sacvance; & spontaneous, off-the-top-of-your- 


nl& 


mind approach is essential. Another writer on the sub- 


ject reports; 


Spontaneity is a function of the individual, 
and occurs in a psychodrama sltuation because of 
the emergency nature of this technique...<cpon- 
taneity 1s an atiility, anc psychodrama ic a 
method whereby one can find out how such of the 
abllity an individual has. Through psychodress«, 
toe, one can increase an individual's capacity 
for velng spontaneous. 


Tne spontaneity branch of the learaing by dolng theory 
has sufficient authority behind it to ludicate that it is 
a sound theory, and consequently it should ve included 


among the values attributed to the role~playing techni que. 


Cone of experience: 
The educational valves of role-playing that have been 


presented in educational terminology may be difficult for 
the layman to understand. Another approach to these re- 


quirements of good learning encompasses the above points, 


"Psycho-Dramatic Play Therapy in -isorders of Child- 
hood," Sociological Foundations of the Psychiatric Lisorders 
of Childiood, uovemver, 155, p. 107. 

18 Chase, op. cit., p. 100. 
mid Jean 'D. Grambs, “Dynamice of Fsychodrama in the 
deaching Situation,” Sociatry, Murch, 19y0, Pp. 590. 
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and may be clearer, for the very reasons of richness in 
experience mentioned above. 

Edgar Dale originated a “cone of experience” that pre- 
sents a simple but clear pleture of experience learning. 
He created a cone, based on direct, purposeful experiences, 
which gradually tapers off to a pinnacle of purely abstract 
learning. The cone, or pyramid, as it might be adapted for 
use ina leadership development program, is shown in Figure 
he The divisions of the cone are not rigid or inflexible. 
Instead, they overlap and blend together, and parts of all 
divisions may be required in order for the learner to ace 


21 The 


quire a complete and rich learning experience. 
theory is, however, that the best results will usually be 
obtained in ereas closest to the base of the pyramid, and 
efforts should be made to utilize the divisions nearest 
the base whenever possible, 

On-the-job experience and training form the base of 
the pyramid because they are "learning ty direct pertici- 
pation with responsibility for the outcome ."-* It is 
generally accepted that "individuals learn best through 
fire thand experience, "*? and what experience can be more 


——_ 
Dale, op. cit., Chapter IV contains a description 
of the cone as appiled to general education. 


2 Ipid., p. 37- 
ee ipsd., pe 37f. 
23 


iiendenhall and Arieman, op. cit., p. 62. 
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FIG. I 


THE PYRAMID OF LG&ARNIRG--AS AFPLIED TO LEADERSHIP TAAINING 
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direct than practical on-the-job experiences? The greatest 
difficulty with the direct methods comes from the high cost 
of learning mistakes in actual situations. It ie usually 
more economical to educate students under lees trying and 
costly conditions. 

Role-playing, as a method of dramatic participation, 
ie a member of the firet division above the bare. Dramatic 
participation allows the student to get as close as possible 
to realities that cannot effectively be reached firsthand. 
The student does the next best thing, without penalty for 
errors, in participating in reconstructed experiences. A 
distinction should be made vetween participation in dramati- 
cal situations and mere obeervation. Observation fs a 
passive aid and belongs closer to the top of the pyramta. 74 

Demonstrations and discussions are passive measures, 
but have their legitimate place in most educational pro- 
grams. It should be noted that most advocates of the role- 
playing technique sugrest utilisation of the method in 
con junction with conference training or discussion meetings~? 

The remainder of the divisions of the pyramid approach 
the atstract as they neer the top, and the final stage of 


verbal symbols brings word "designations that have no re- 


Dale, op. cit., p. 46. 


For example: the Harwood Menufacturing Company, see 
Modern industry, July, 1915, p. 70. 
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semblance to tne objects or ideas for which they stand, "6 
For example, the word "Corcefulness" might be used in 

leadership training, but by itself it conveys no meaning to 


the learner if he has not acquired the experlence necessary 


to put the word into useful action. 


Summary : 
In supmary, educational authorities apparently believe 


that role-playing hes a legitimate place on the educational 
scene. They indicate their acceptance by advocating its 
use in many flelds, baeed principally on thelr opinions of 
the advantagee of the technique, which they believe atem 
from observance of the fundamental principles involved in 


learning by doing. 
PRACTICAL APPRAISAL 


Training Practices: 

With the roots of role-playing apparently well cround- 
ed in sound educational principlea, the attitudes of 
practicing training authorities toward the technique are 
of importance. 

®hy do industriel concerns and militery organizations 


concern themselves with training methods and educational 





26 Gale, Op. elt., Pe L6. 
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theories? The answer to this question apparently comes 

from the realization of intellicent management that it muet 
train employees and executives, whether formal training is 
eonducted or nor .*? This conclusion ie made by progressive 
organizations because they have found that on-the-job learn- 
ing operates as a training program, at a relatively high 
cost, whether planned and controlled by management or not. 
They are also convinced that training is mandatory for any 
organization because the executives of the orcanizetion must 
train their subordinates in order te fulfill their euper- 
visory reaponsibilities.24 Intellicent management prefers 
to receive the maximum benefits for its training dollars 
through planned programs, s0 manarvement strives for train- 
ing that utilizes the most efficient techniques, and con- 
sequently gives the highest performance return at a reason~- 
able cost. 

Progressive manarement aims for methods that will 
develop in the learner the ability to "think for himself.” 
The training director attempts to create a desire to learn 
in the aperative or executive employee; and he utilizes 
active rather than passive measures to accomplish this, 

Michael J. Jucius, Personnel Management (Chicsego: 
Riehard D. Irwin, 1951), p. 2 4 


8 Kenneth B. Haas and Claude H. Ewing, Tested Train- 
ing Techniques, p. 3. 
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because experience has shown that adults resent learning 
from someone elee through detailed Instructions, reciting 
or demonstratiny back, and memorizing detatle. ‘“odern 
programs are therefore planned so that the learner's activ- 
ity while under instruction closely approximates the 
activity of his present or future job, in order that the 
learner will be able to begin productive work as soon after 
completion of the training as posse.” 

This objective of trainings furnishes manarement with 
an incentive to search for new and more efficient educa- 
tional methods, and modern programa nave benefited from 
the progression from verbal and written instruction, through 
visual aids, and into the demonstration anc discussion 
fields of learning. The conference group tec nique is 
generally considered the most efficient commonly used 
method for executive development today, >? although the 
lecture, movie, and demonstration are all blended into an 
eflfective whole in well balanced programs. 

The desirability of including more "active" measures 


in training programs, and the necessity for continually 





29 Halsey, Training kmployees, pp. 18, 25, and 29. 


30 Berl G. Planty, William &. MeCord, and Carlos A. 
Efferson, Trainiag Bmployees and Managers, p. lol. 
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adding variety and interest to classroom work, °> have led 
-¢to the inclusion of active techniques in many modern pro- 
grams. The need for active learner participation in 
practical training programs stems from the main defect of 
the conference or discussion methoda, in that activities 
are "talked about" rather than actually “doing.” The die- 
cussions help underetanding, but lack the ability to trans- 
mit behavior skills to the Job. 

Role-playing, a8 an active technique, has been recom- 
mended to trainings men as one method of correcting this 
discrepancy in the development of operatives and execu- 
tives. The technique has been added to many types of skill 
training courses where human relationships are involved, 
especially in human relations and leadership programe, in 
an attempt to furnish the learners practical experience 


to activate the knowledce acquired through other mediume. = 


Methods of Employment: 
A concensus of the uses of role-playing in practical 


training programs indicates a fairly uniform pattern of 





31 Grace Graham and Catherine Harty, "Group Methods 
—_— oe Naval Training Bulletin, November, 
» Pe e 


- Alex Pavelas, "Role-Playing and Management Train- 
ing," Soclatry, June, 1947, p- 18h. 
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employment. The average training director becomes ac~ 
quainted with the method through professional publications, 
periodicals, or hears of it at conventions, and, after ea 
preliminary investigation he decides to use the technique 
on a trial basis. 

Role-playing is often adopted as an interest gaining 
feature, to be used as an addition to the conference, 
diecussion, or case methods of instruction; as such, it ia 
normally used as a wedge to introduce a new subject at a 
training session. It is also used to emphasize points 
brought out through other methods, or to clear up contro- 
versies that arise during a meeting. Another method of 
employment calls for role-playing to follow one of the more 
passive measures to determine results of the earlier dis- 
cussions or to provide a period of “doing” for the applica- 
tion of earlier learning. At the other extreme, the method 
is ueed as the founéation of group meetinge, with diecus- 
sions merely amplifying and clarifying points brought out 
during the skits. 


Some organizations restrict the use of the method to 





33 The pattern discussed is net a selected program from 
any particular company or the recommendation of any one 
authority or group of authorities on role-playing. it is 
intended as a representative sample of ways of employing 
the technique, taken from reports of actual users in diver- 
sified fields. feporta of individual programe are available 
in many of the publications listed in the bibliography. 
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firstline supervisors, but others incorporate it into 
executive training at all levels, from the board of direct- 
ors to the loweat supervisor. The varied uses apperently 
indicate considerable flexibility in the technique, as the 
users have applied the method in many ways with consider- 
able success. 

Tne characteristics of individual programs vary as 
widely as the uses, so that decisions regarding applica- 
tion usually depend on the objectivea of the training or the 
opinion of the instructor. An examination of a specific 
program may disclose the use of any or all of the follcwing, 
all of which have been used with reportedly good resulta; 

1. Prepared Skits: Live or recorded, prepared 
and rehearsed skits designed to establish e 
receptive atmosphere in the classroon. 

2. Warm-Ups: /repatory discussions conducted by 

he conference leader to estatlish a receptive 
mood in the learners. 

5. Prepared Situations: Prepared, but unrehearsed, 
exite. These are considered especially effective 
in introducing a subject or in testing the 
effectiveness of prior learning. The student 
actors may, or may not, be given prior notifica- 
tion of the role they are to portray. 

bys impromptu Situations: Spur of the moment situa- 
tions, uagually set up as a result of discussions 
in progress, or for the purpose of emphasizing 
& point. 

&. Role Reversals: Actors sv0y7:ay one character 
anu tien reverse roles in order to gain an ine 
bigvnt into the provlenm and attituaes of others, 


6. Sound Keeordings: Recordings are made of the 
exits, and are later used for self-development 
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of the learner or for group discussion purposes, 


7. Motion Pictures: Motion pictures can be used in 
subsequent diecussions to point out mannerisms 
and motions of consequence. 


8. Multiple Situations: ‘he group is divided into 
ema groups and numerous skits ere conducted at 
the same time in order to obtain a hicher degree 
of participation. This {s usually used in con- 
junction with sound recordings, so that dis- 
cussions can be underteken on common scround. 


9. Problem Solving: Day to day probleme introduced 
by members of the group from their current daily 
problems. These usually involve preparations for 
the handling of an actual critical situation 
Within the organization. 


10. Repeat Performances: Following a discussion of 
a skit, new actors may be selected to attempt 
a perfected performance, or the original partici- 
pants may re-enact the scene. 
Resultss 
fhe applications of role-playing in practical training 
situations slthough varied, have, nevertheless, brought 
comparable results. The initial reactions of training 
authorities vary from complete rejection to enthusiastic 
wholehearted acceptance. Perhaps a more representative 
and objective reaction than most was expressed by ©. H. 
Broaded, of the Fisher Flouring Mills, Seattle, when he 
reported: 
Results so far achieved indieste that further 
study and experimentation should be very valuable 
and worthwhile. It is our intention to continue 


with this method to see if we cannot further SR 
hance the value which we can receive from it. 


"FP Gaees 


A statement on the Practical Application of Kole- 
vn is asa a Training Device," Sociometry, February, 1951, 
p. 70. 
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The various experiments lead to certain conclusions 
by the users. Their reports of resultant values are often 
vague because the results of humen relations programs are 
often not readily visible, since such programs do not deal 
with concrete subject matter. Students have difficulty 
in explaining what they have learned, although they believe 
they "understand better,” and it is evident that taey be- 
come aware of the value of “attitudes” in handling particu- 
lar situations.” 

Some concrete results nave been reported and are of 
value to the prospective user of the metnod. One company 
reports that a controlled experiment showed a 2).% production 
increase for employees working under role-playing trained 
supervisors, against a 6% increase for enployees under 
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supervisors trained by more pacsive methods. however, 
another controlled experiment, conducted with WAVE Officer 
Candidates at the Great Lakes Naval Training Center, failed 
to show significant increases in learning from the use of 
proup methods, including role-playing, althoug.. the experi- 
ments did indicate that the technique promoted a high 
cegree of student interest in comparison with the interest 
sown in the same subjects by controlied student groups.?! 


Ibid., p. 69 


6 
, Modern Industry, op. cit., Pp. 70. 


Graham and Harty, op. cit., p. 23. 
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The results of other experiments verify this increase in 
student interest, both from instructor observation and 
student reports. One student commented, "I really felt 
as if I was handling an actual case," and another was 
elated because he felt he was "really doing original 
thinking."9 

Reports indleate that student interest pays-off be- 
cause it leacs to efficient training in @ shorter length 
of time, and this in turn to lower training costs. One 
sales training program has reportedly reducec treining 
costs from $1500 to g2000 per man to $250 by replacing 
orthodox training with role-playing. A valuable by- 
product to mana.ement hes been reported because of the 
added leadership skill and knowledge gained by conference 
Leaders “9 

Reporte of results indicate that groups have, at 
least to somes degree, benefited from the predicted educa- 
tional values discussed in the earlier section on theory. 
For example, there are frequent reports of learning to 
"do" as well as “know"; students have been reported as 
learning to help themselves and help each other; executives 

3 

harold Wolozin, "Teaching Fersonnel  dministration 


by Bae Raytes.” Personnel Journal, July-A- gust, 193, 
Pe 9 


i Chase, op. oit., p. 10). 
* Halsey, Training Employees, p. 6. 
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have reportecly gained poise anc self-<assurance; flawe in 
the learners! conduct heve been uncovered; public speaking 
has been improved tircugh the use of recording systems; 
bagic attitudes cave been improved; mistakes that could 
have been expensive on the job Lave been prevented by showe 
ing the right and wrong way to handle situations; and, 
further training needs have been diagnosed through group 
discuesions. 

Reports indicating disadvantages anc limitations of 
the educational values of role-playing have also been pub- 
lished. Users bave found that poor or "cumb" students 
have been unable to profit from the instruction when in 
groups with better students; the embarressment and rigidity 
of stucents has blocked learning on occasicn; some eaperi-~ 
mente have failed because of a feeling of "child's play" on 
the part of the students; anc, groups have been reported 
that became so involved in the plays that they lost sight 
of the training objectives. 

Training authorities who have weighed these ed vantages 
and limitations generally agree that the combination of 
role-playing and subject material hea been more effective 
than either methoa would have been by iteelf, and believe 
that a combination of both is essential to a goou overall 


training program. 
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SUMMARY 


The theoretical educational values of dramatic partic~ 
ipation have been tested by practical training directors 
{n hard-boiled, efficient, practical training situations 
in industry and the military. These training men were 
interested in results that would show quality, speed, inter- 
est, and flexibility. Their reports appear to juatify the 
claims made for the educational values of role-playing by 
educators, and the reports thus open the door for & con- 
tinued use of role-playing as a primary technique in execu- 
tive training. 

Training men have imposed limitations and restrictions 
on the use of the technique because they have discovered 
weaknesses that prevent its unlimited employment. In 
general, they consider role-playing as another valuable 
training method, to be used in conjunction with other val- 
uable techniques, mainly to provide the "“dolng" considered 
essential in efficient training. Under these conditions, 
role-playing is generally considered a valuable and useful 
educational tool, featuring the quality, speed, interest, 
and flexibility required in training programs designed for 
executive development. 

The method, then, appears sound in theory for military 
application, and the practical results obtained in silitary 


and industrial experiments provide an indication that simi- 
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lar results may be expected from application in the informal 


training atmosphere of the local military command. 
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CHAPTER IV 


THE JOB OF Tk GROUP LEADER 


INTRODUCTION 


The problem under consideration in this study, as is 
the case with any problem, can only be solved if the major 
obstacles involved have been eliminated or reduced to an 
extent that will allow the accomplishment of objectives, 
It 1s the purpose of this chapter to locate the obstacles 
involved in the utilization of role-playing as an informal 
training technique, and to discover means for reducing or 
eliminating those obstacles. 

Role-playing is apparently a sound educational method 
and an effective training tool, provided that classes are 
conducted in an efficient manner, and thet the learners 
are properly motivated. These obetacles can be classified 
as problems connected with the job of the group leader of 
@ program because the leader is the man responsible for 
the preparation for learning, the conduct of the tralning 
sessions, and the learning that results. Secause of the 
importance of the instructor in the success of the method 
in training situations, this chapter has been devoted to 
a study of the problems connected with role-playing leader-~ 
snip. 
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The first section considera the problems connected 
with the selection and training of good leadero, especially 
as applied to military organizations at the cormand level. 
This is followed by a section that discusses protlems con- 
eorned with the studente themselves, including who should 
be trained and what should be learned. The actual job of 
the instructor in conducting a leadership course utilizing 
role-playing as a primary training method is covered in 
the third section, and the reports of users and the results 
of experimentation are used to furnish specific hints and 
cautions for a role-playing director. 

Research for this chapter initially consisted of a 
review of the literature available. However, the ecope 
of the problem and the diversified opinions expressed by 
leading authorities, indicated that sctual experlence was 
necessary in cetermining the job of the group leader in a 
military climate. As a result, a case study wes conducted 
with students enrolled in the Raval Reserve Officers’ Train- 
ing Corpe unit at the Ohio State University. The result- 
ant conelusions, within limits of the study, formed a 
criteria for judgment on disputed points and for verifica- 
tion or rejection of opinions expreased by the various 


authorities who had written on the subject. 


SELECTION AND T.AINING 
Before investigating the job of the role-playing croup 
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leader, some attention must be paid to the selection and 
training of competent adult level teachers. The subject 
has been covered by meange of a review of opinions of ine 
dustrial training authorities, and those opinions have 

then been applied to the military situation as it exists 


at the local command level. 


Who Should Teach? 

The firet problem in selection and training of la- 
structors is concerned with the qualifications necessary 
for a good industrial or military teacher. There is a 
diversity of opinion revarding the qualifications needed. 
Some training authorities believe that teaching is a pro- 
fession that can only be effectively performed by pro- 
fessional menj; teechers who are familiar with the subject 
material, know how to tesch it, and want to teach ites 
Plenty, MeCord, and Efferson point cut that there are no 
simple devices or short training programs which will make 
such a complex activity easy for the averace professional 
business man. They feel that the necessary ability is 
part of the art and acience of teaching and can seldom be 
expected from specialists in other fields .* They further 


emphasize the advantages of using professional trainers 


Plenty, McCord, and Efferson, op. cit., p. 15. 
. Ibid., p. kl. 
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by Indieating that nonprofessionais cannot ve turned into 
professional caliber teachers by offering them a few ten 
or twenty or even hundred hour courses in dvantibage” 
The other extreme ia presented by authorities who be- 
lieve that all practical adult level training should be 
concucted by operating executives, on the theory that 
"training 15 an integral part of the manegement function 
and cannot be easily Gelegated." The proponents of this 
theory belleve that the trainer does not need to be a pro- 
fessional teacher; he is a trainer by the very nature of 
his Job -- people work for him, and he must train those 
people.” Maclin and Mcienry point out that "it has been 
found that good supervisors almost invariably make good 
leaders when trained in conference techniques and after 


nG 


some practice. They believe the underiying reason for 
this lies in the fact that the characteristics of a good 
inst:uctor are identical with those required of a good 
auperviser.¢ 
A third opinion on the "who should teach” problem is 


based on a middle of the road policy in an attempt to 


Ibhd., Pp. L5. 
Eavelas, op. cit., p. 191. 


iaas and Ewing, op. cit., p. é. 


Conference Leader Training, p. 17. 





I Qiwr EE 


Loc. cit. 


* 


Ot i OF Ti ean kect bowed FM ge lies find yl 
ane wal © edt salvetle co wtediwes aetiicn Laihsertow 
C nmlepend ai ewttiies Sout Coteus neve wo YORET! 10 
-«) Gwe ents dviavue go Codnesowe bi eeewise “Hnde OFT 
od Lewes entotoss Levels dhube Eatiooony Loe youn evorl 
tui) (ROOW Oy om ow Livomke gnizerege (Se) uaTEUEieS 
piipecrlamemcaria? abtmauanes | 2 8 
cl8d Wy Weearerm ed? Om saga ny gf A, = — 
seth at a grap tan pad Salad ull ait eveited punedd 


Se ule fuer main qd amulet © at ae (umilnned Ceveduewt 

euass aloud muy of bs “ate wed wre otyong -- dot, a 
cand wed Hi” dined tue dag Cuil te nisone  asaom 
tay ine ¢GlAiawra) dente vuowdy wens omy oes dae’ 
arte eo SeupLustved sanrsstawy 01 Deakord mame weadwel 


40% waindey gate Drom ect eveliet yasT Se “.s0lsie] wan 
doom #30 nOLASinadoanesy ec tam dads acy a! self aie 
roy 4 \ Gowlayer emume woe Lavdsnsot era wndavvdaal 


TV aoeteseuut 
62 waitin, “nanos Bisoas sis” alt on cutie Witt 
=) Syamte Re wt yalley Sees aay ye ee 
oth @ g-hig] 


ATA 64 3 SLR <Q condorer 

Se .dde ge Wate’ oe ance 
S .@ maser qaiees someyeiae? 
gio -o0d 


<-— ~ & 





56 


utilize the advantages offered by both the professional 
teacher and the executive. Authorities recommending this 
approach believe that professionals may be necessary for 
the introduction of a new training technique, and for the 
instruction of supervisors in teaching ne guetng” but, they 
also believe that the line executive is capable of conducting 
@ normal program, and they recognize the acvantages that may 
accrue to the trainer himself, because of his experiences 
in teaching.” Theee authorities view the role of the pro- 
fessionel trainer as one of consultation; they believe he 
should help management to plan, organize, and control the 
pregranm, but that he should not enter directly into the 
training phase.?9 
The problem of instructor selection in the military 
hes been answered ty the estatlishment of definite policies 
in the various branches of tne armed forces. The Marine 
Corpse, for example, states that ome of the primary ob- 
jectives of training programs will be that of preparing 
the trainee for later éuty as an memes This atti- 


tude hes developed because a dasic philosophy of military 


© vor examples John M. Priffner, The Supervision of 
Personnel (lew York; Frentice-Hall, 1951), p. 138. 


? Por example: Halsey, Training Employees, p. 6. 
0 Bavelas, op. cit., p. 191. 


. Marine Corpe General Order 83, paragraph 5b(2), 
2 Januery, 1951. 
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leadership says, "“Svery officer ia a teacher. The ereater 
his proficiency as a teacher, the greater hie efficiency 
es an officer. This has been true in all armies and for 


ak tune.?* 


Therefore, philosophy and policy dictate the 
course of action necessary in establishing role-playing aa 

& leadership training technique in military circles. “uali- 
fied teachers are often available, and they may be called 
upen to introduce the technique and to prepare ullitary men 
as trainers, but most, if not all, of the classroom in- 


atruction will necessarily be performed by officers from 


the organizations involved. 


Training Instructors: 

After inatructors have been selected for e training 
program, they must be taught appropriate and efficient 
training methods for classroom uze. The first important 
etep {3s to determine what and how much the prospective 
instructors must learn before entering the classroom. This 
can be eccomplished by (1) determining the abilities 
necessary to conduct an effective role-playing program, 

(2) by measuring the present sbilities of the prospective 
trainers, and (3) by measuring the difference between these 
elements. 

Role-playing instruction consists primarily of teach- 


L. A. Pennington, KR. & Hough, Jdr., and H. W. Case, 


The Psycnoloe of Military Leadership (New York: Frentice~ 
Hell, ton3T. p. 9. 
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ing methods concerned with conference and discussion lead- 
ership, but it is also coneerned with special techniques 
appliceble to the method exclusively. The would-be in- 
atructor must be given special ettentions even qualified 
teschers must learn the aiditionsal techniques involved 
before they can hope to obtain satisfactory results.2? Moat 
military officers have been exposed to teaching situations, 
and their abilities willl differ in proportion to their 
past experience and personal abilitiea. Hach group would 
have to be considered separately to cetermine their needs 
vefore setting up a definite program to qualify the officers 
for role-playing leadership. Some authorities have suggeste- 
ed thet the measurement can be undertaken through the use 
of role-playing situations, and the subsequent instruction 
designed to elirinate the deficiencies noted. 

Users of role-playing report excellent results in 
developing instructore for many ecducaticnal programs through 
the use of role-playing iteeir. +4 The U. &. Navy schools 


for instructors employ the practice demonetration technique 


Tyler, op. cit., p. 12. 

us Chrie Argyris, Role-Play! in Action, p. 3, reports 
the use of role-playing [n practice teaching in sueh diver- 
sified tndustrial fielde as lathe end drill press operation, 
drafting, and mathematice. The National education Associa-~- 
tion has trained teachers in the use of role-playing through 
the use of the method itself; they have produced a film, 
“Role-Playing in Human Relations Training," for this pur- 
pose, 
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as the primary training tool in the preparation of future 
navy inetructors for teaching assignments in many varied 
fielda.?? Alox bavelase, of &4.I.T., hes experimented with 
the development of role-playing leaders, and reports: 
Attempts to train individuals to direct role- 
Playing yield very questionable results when re- 
liance is placed on lectures, demonstrations, 
and trainersa' manuals. Experience indicates what 
should have been self-evident: that the directing 
of role-playing can re be taught by the use of 
role-playing itseif.2 
Bavelas also indicates that formal classes for the develop- 
ment of instructors are net essential, if the future 
directors have adequate teaching ability in other methods 
and a good general background. He reporta that one group 
of plant managers, who were using the technique for self 
development, spontaneously began using the method with 
their own subordinates with excellent ousdie." 
These experfences indicate that, regerdless of pre- 
vious experlence, leaders can usually become proficient 
role-playing directors by leading role-playing sessions. 
if this 1s true, an attempt to introduce the technique 
in @ command situation would requires (1) A measurement 
A visit by the author to the Maval Air Technical 
Training Command, Memphis, Tenn., showed that graduates 
of the instructors’ achool were being utilised in all 
aviation technical fields, and in general beckground 
courses as well. 
6 
Bavelas, op. cit., p. 190. 


17 
Loc. cit. 
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of the present teaching abilities of the group and a sur- 
vey of thelr general leadership experience, and (2) a 

series of role-playing sessions especially designed to 
qualify each student as a future classroom leader in the 
technique. The introcuctory sessions of a series would be 
designed to bring members of the group up to the desired 
teaching level. Each officer should roughly acquire a work- 
ing ability and knowledge of the subject comparable to the 


material disoussed in the remaining sections of this chapter. 
THE STUDENTS 


The role-playing instructor, once selected and trained, 
must consider his prospective etudent group before actually 
commencing classroom instruction. He must learn the needs 
of the students, develop motivation, learn to bulld effect- 
ive student groups, and determine the type of subject 


material that will be appropriate for the group's use. 


Etudent Kotivations 





One training authority has stated that no training 
program has ever amounted to anything unless the etudents 
were sold on it, either at ite inception or shortly there- 


after 18 Thies statement indicates the importance of 





138 . 
Alfred K. Cooper, Employee Training, first edition 
(New York: “cGraw-Hill Book Company, Tone} Pp. 33. 
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etudent motivation to the teacher. He must learn to what 
extent the students are initially motivated to lesrn, and 
he must know how to increase and/or maintain that motiva- 
tion. 

it haa often been assumed that militery leaders and 
industrial executives are smug and over-confident in thelr 
abilities, and that they resist training. Experience has 
shown that this is not the case; somewhat surprisingly, it 
has been found that leadersz do realize their shortcomings 
and want to improve themselves through we tating.” It ean 
be assumed, then, thet a group will have initial interest, 
although it may not be evidenced by their behavior. The 
instructor must attempt to draw this interest into the open, 
throuch learning students’ "felt needs,” and then concen- 
trating early training on those inva 

It has been said thet "interest is the sparkplug that 
starte the machinery of learning. "= The role-playing 
director apparently has a valuable interest caining asset 
at his disposal in the method iteelf, but this interest 
gaining feature can fall flat if the instructor fails to 
carry out each part of every session with zest and thorough- 


nesa. Interest and motivation muet be a continuing process 


—y 


Highlights for the Executive,” from Company Fro- 
‘rams of Executive Development, Studies in Personnel Policy, 
No. 107 (Rew York: Rational industrial Conference Soard,1950). 

Bavelas, op. cit., p. 186. 

Haas and Lwing, op. cit., p. 73. 
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in order for the program to be effective. The instructor 
can hold, and even increase, the initial interest sparks 
by: 


1. Selecting "Live" situations, for which there 
is apparent need and understandings 


2. waking it clear that the subject is important 
by citing cases and problema; and, 


at — pf —-7- haaimae 
Student Groupings 

Effective grouping of students into homocensous classes 
is generally a factor in developing and maintaining student 
motivation and interest. On the surface it micht appear 
that a vertical srouping would allow a better interchanre 
of ideas, but restricted communicetions anc the more prees- 
ing need of solving problems of immediate Importance to the 
Students discourave vertical grouping.“ Experience has 
shown that persons with like responsibilities and persons 
with approximately the same rank make the best student 
groups. In addition to reatricted discussion, there is a 
factor that almost prohibits the use of vertical srouping; 
the junior officer, a second lieutenant for example, cannot 


possibly put himself into the shoes of a four star general 





22 » 
Maclin and Mesenry, op. cit., p. lu. 


2 Ronald Lippitt and Leland P. Bradford, "Hole 
Playing in Supervisory Training," Fersonnel, Nay, 19.6, 
Pe 360. 
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and understand how that man feels. The top commander and 
his position are in reality no more than a symbol to the 
young leader just starting up the executive ladder. Occa- 
sional vertical grouping may be desirable in order for the 
junior man to understand his relationships with the “top 
brass,” or to start his thinking toward ultimate objectives, 
but 1t ia net believed advisable as a general rule. 

A three or four level training program is usually con- 
sidered desirable in an organization. In a large military 
commend this might include a grouping of high ranking unit 
commanders, another of staff personnel, and a third of 
junior officers within the equadrons or battalions of the 
organization. Each of these groups hes objectives peculiar 
to ite perticular status; the top commanders are primerily 
interested in problem solving; the steff group in both 
problem solving and self-development for future assignnente; 
and the junior officers in general executive development, “4 
although elements of both problem solving and development 
enter into the training plans of all the groups. Lippitt 
end Bradford suggest thet the desired understanding of 
the other fellow's feelings and problems can still bde 
accomplished by thease horizontally separated groups. They 


advocate the use of mimeographed notes on each session, 


Miller, op. cit., p. 50. 
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wnich would be exchangec between groups, thus creating an 
additional channel of communi cations.°? Where practical, 
an occasional vertically grouped session might be advisable 
to personalize the relations between levels and to indicate 


the continued backing of top manazement. 


The Subject Matter: 





The primary interests of the various strata of learn~ 
ers Suggests the subject matter with which the teacher 
should be concerned; problem selving, insight, and the 
principles of leadership. Each of these should be applied 
through appropriate situations to the priswary functions of 
all executives: planning, organizing, and eT 
Situations can be drawn from the past experiences of the 
etucents themselves, from the incidents that arise in 
their day to day work experiences, or hypothetical situa- 
tions can be utilizea.&? The groups could and probably 
should utilize "experience" situationa to the extent of 
thelr experiences, but hypothetical cases could be called 


upon when the experience level of the group is low, or 


25 
Lipoitt and Bradford, gp. cit., p. 360. 


” Lbavis, op. cit., p. 15hf. 


o 

wl Actual situations from day to day experiences are 
probkebly tue cnaly answer to provlem solving conferences. 
Tep managers, in particular, would not be willine to use 
hypothetical cases--tney are busy men, concerned with 
important everyday problems that must be solved now. 


a 


om enddenes ed cee omeeE DD Rogmaeins 94 fleet etre 
siumatree om diedy wmtasss Somme alias itege (eacinesow oe 
exenien! 6¢ ae Biaved Deewiey qenigales wr on lLenwemes <1 
Seppe ws Te pntvmar Owns anes att 


aad seen pat 
ctmant te eiead! Gotu cer WF ereesiret eto ir 
seieedd <r A Ril EP) Setden FOR Ldne eat C2 oague ete 
su? hk tans tote Lon waliewy (hmrtesdos 4a Siabda 
pat luce od biimote west Ses aia aldenshant 1s bergtaurig 
<n comtoest commley wiki be coo Diadisys StAlaqoangs Gyorss 
PF tiie kee ylelig Gatnwhig ieieitvoets ITs 
eit} We Aeccolarere bast os? etl awieh of nas Cnetsaudtt 
Bo wales dood siwehtent Gtr OTT .eorleteas crmbuts 
oauy is CesPiundbadh 4c , KesmiDyegte Prew gas cy yal” tlecy 
{idedvay dew bigot beltw, oot "Seenhiith or wer avela 
Ne dweded wc Of ascitnuete “wwnatinqae” od ttiru Bivoia 
befidc a) bitbod Seaye Kaul¥easeuge cus commbleocee F250 
a wok o2 queey oat to Covad socetyeges a chee mou 


hi A edd oe Oe DOw doe. dd Li 

HAL -q@ ~ddp «go vvives 

aan ab oz 4 eculduus ie tavsok T 
SeAbaa LO xetuns yinw dy YTeadeNs 

ose ot tite wd tex \ brew myiel ot pe. at .a Kot 


wants seo seer pact ee ener Cee 
aes er loy oo sete fat poy ve Gary tye stars xoqe! 


85 





65 


when it {s desired to put across a particular point. 

In the selection of problem or training areas it is 
generally recommended that the suggestions come from the 
students themselves. One method that has been suggested 
calls for the instructor to utilize an early meeting for 
the purpose. He encourages the vroup to list the reasons 
why they are not able to operate at full efficiency on their 
jobs. This listing provides student motivation and creates 
group interest. The list is usually long, but can be re- 
duced by grouping the complaints into general classifica- 
tions, which can be drawn upon for suitable action situa- 
om Other suggested methods of situation selection 
include the use of questionnaires, student panel sugreations, 
and selections by the group leader. The latter may be the 
only satisfactory method avallable when dealing with low- 
experience groups. 

A few cautions are necessary in the selection of aitua- 
tions. Role-playing is sometimes used for therapy, but 
this requires the talents of a trained specialist and is 
beyond the capabilities of the average instruetor.°? 

Another danger reeulte from the use of situations that are 
based on problema which are beyond the authority of the 


group. This may cause unhappy feelinze within the group; 


oe 
G Lippitt and Pradford, op. cit., Dp. 366r. 
29 


Argyris, Op. eit., De 2. 
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the objective ia not "problem changing" or "problem crea- 
tion,” but rather "problem understanding "7° 
In any session the principles of leadership ahould be 
brought out and emphasized. As noted in the chapter con- 
cerned with educational values, the particular situation 
under consideration is only of importance at the moment, 
but the application of sound principles determines the long 
run values of the inatruction. Insight of the other fel- 
low'ts feelings is also of lmportance to every eroup in 
order for the students to underetand why the other man re- 
acts in the way he does in a particular situation. + 
In general, the subject matter required for a program 
will depend upon the leadership development policy in 
effect. The actual selection of situations depends upon 
the experience level of the group, the problem that is 
under consideration, the principles that the leader de- 
sires to emphasize, and the time available for preparation 
and presentation. The governing principles would be that 
the material must either consist of a real life situation, 
or must be as nearly like a real life situation as possible; 
that it must be appropriate for the group concerned; and, 
that it must involve the actions and/or verbalizations of 


people. 


Ibid., pe 2l. 
a 
3 Inid., p. 6. 
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TEACHING ROLE-PLAYING 


{The similarity between the role of the role-playing 
director and the leader of a conference or discussion type 
group has been mentioned in connection with the training 
of future teachers. The similarity is even more apparent 
in the conduct of classes. It is the opinion of many of 
those who have used the role-playing technique, however, 
that there are additional important elements connected with 
the trainer's role; elements that cause the method to be 
more difficult to handle effectively. 

The job of the conference or discussion leader has been 
the subject of many studies, and there are a number of texts 
available that adequately deal with the subject.-* Por that 
reason, the parts of the teacher's job that parallel those 
of a conference group leader have not been covered in detail 
in this study. The additions to the leader's job, those 
that are peculiar to the use of role-playing, and variances 
from normal conference or discussion group leadership tech- 
niques, have been considered under three of the major phases 
of the teacher's job: Preparation and Planning, Conduct of 


Sessions, and Follow-up. The hints and cautiona listed are 


Maclin and Mcienry's Conference Leader Training, and 
Mussmean and Mcree's Techniques of Conference Leadership are 
recommended for a cléar and complete explanation of tite 
portion of the role-playing director's job. 
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a result of a concensus of the literature avallable, and 
conclusions, within limits of the study, ceveloped from the 
results of the N.R.O.T.C. case atudy conducted on the job 


of the role-playing leader. 


Preparation and Planning: 

The preparation and planning phase is concerned with 
the establishment and clarification of lesson objectives, 
limiting the seope of discussions, and with the progress of 
thought from one phase of the topic to another.?? Role- 
Playing inatructors warn that the method is in no way a time 
saver or substitute for good teaching. They have found that 
eareful preparation and planning are essential to aeeseea 
The primary considerations of the phase include the planning 
of physical arrangements, the outline of sessions, and the 
selection of situations. 

Physical arrangements: In addition to the rules of 
conference leadership, the role-playing director must pay 
attention to the following: 

1. Normal class size should be from twelve to 

fifteen, with outer limits of eight to twenty. 
Additional students retard participation and 
discussion, fewer limit the wariety of informa- 
tion, viewpoints, and experiences available. 

An exception would be in sessions concerned 


with problem solving, where as few as two 
students can effectively use the technique. 


Mussman and McFee, op. cit., p. 6. 


Graham and Hearty, op. cit., be 23. 
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2. Conference and discussion groups recommend that 
meetines last from one-half nour to two hours. 
Bxpertence in role-playing han shown that succease 
ful results have dveen obtained within those limite, 
but thet shorter periods aro only satisfactory 
for problem solving or for short impromptu situa- 
tions, Classes shou)d ordinerily last from one- 
and-one-half to two hours. Student faticue and 
loss of interest are cancers in the lonrer 
periods.22 Perhaps the determining factor should 
be the situation itself. 


3. Most authorities believe that classes should not 
meet oftener than once a weelt or biweekly. They 
augrest that monthly meetings are to be preferred 
rather than daily. This pattern is apparently 
advisable because frequent repetitions seem to 
cause a loss of student interest. Groups con- 
cerned with problem solving may violate this 
restriction because student interest is assured 
by the nature of the problems being considered. 
The problem type sessions can be held as often 
as vital problems arise, daily or hourly if 
necessary. 


h. The instructor must plan his use of the method; 
he must know when to use it, and wien other 
methods would be vetter suited for his purposes. 
An experienced student group which is familiar 
with the technique learns to recognize suitable 
situations, but in many instances the introduction 
must be planned ahead or noted during discussion 
periods. The National Training Laboratory of the 
REA sugreste that role-playinse be used when a 
situation meets the following conditions: 


(a) The scene should reveal or deal with a valid 
problem in human relations. 


(vo) The problem should be clear, single, and 
specific; it should never inelude related 
problems. 


(ec) It should be one the -roup is capable of 
acting cut; 1.6., one in wnich tne players 


In tails connection, it has been found that situa- 
tiens should not be “left in mid-air" between class sessions 
because of the losa in student interest. 
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can understand how the chsracters migt feel. 
and will be meaningful te the audience. 

The outline: The leader of a role-playing class is 
interested in student action in the classroom. he, like the 
conference leader, is attempting to “pull out” learning 
rather than to "pour it in"? His outline should corres- 
pond to that of the conference leader, but should be more 
flexible in order to allow for "retakes" or the adoption of 
impromptu skite during the meetings. The general prepara- 
tion outline should include: 

1. Statement of abjectives of the session. 

2. Setting up the role-playing situations. 

3. The acting itself. 

l.. Hotes for the development of discussion. 


5. Notes for the coneluding remarks. 


Conduct of Sessions: 

In the classroom the inetructor must be continually on 
his toes. It is in this phase of the teaching job that the 
teacher utilizing dramatic presentations must not only ceme- 
onstrate his ability as a competent discussion group leader, 
but must also add something new; he must become a “producer, " 


"director," and often a “playwright.” The conduct of 


> 


Quoted in bert and Frances Strauss, sew ways to 
better Meetings, p. 103. 


2? Maclin gnd wellenry, op. cit., p. 48. 
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sessions phase can be broken down into three parte: acte- 
ing, Giscussion, and the reaching of conclusions. The 
techniques involved in conducting discussions and closures 
directly parallel those used in a conference or discussion 
class, although the diacussions often become intermingled 
with action. The rules of good conference procedure apply, 
and the hints and cautions listed below are, therefore, 
primarily directed toward the action perilocs of role~play- 
ing meetings. 


The leader as a POcheeE! The trainer must 
have @ receptive a ence before learning can be- 
gin. A meeting has little chance to succeed if 

the group appears listless and dull, so the 
instructor must prepare the student group by 
establishing informal atmosphere and receptive 
student attitudes. One common device for accomplish- 
ing this is through the use of a short snappy 

warm-up talk designed to set atudents in the 

proper mood to learn. Another com-on method is 

to open the meeting with a short rehearsed skit, 

one with a definite punch line that will create 
immedlate interest. 


The leader as a playwright: The situations to 
be used may be selected by the students or the 


instructor. in elther case, however, it has been 
found that the teacher must create the roles to 
be played, else the students may fail to icentify 
the parts and get in the apirit of the action. 
The length of each akit 18 important too. Ordine 
arily, a four or five minute drama is sufficient, 
but longer situations may be appropriate under 
certain circumstances, 


The leader as a casting director: There are 
definite problems connected with the selection of 
atudents for the parts to be played in various 
situations. In the beginning the instructor 
probably shoulc chooge the students who will most 
likely play the roles satisfactorily; i.e., 
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naturally forward studente or those with pre vious 
role-playing experience. Later all etudents should 
participate, and experience proves that they will 
want to enter the action. Another school of thought 
advocates stucent selection of roles to be played, 
because the students can often do a more appropriate 
casting job. 

The audience, too, should be casted, because they 
will observe best if they can identify themselves 
with the action they are watching: They might, for 
example, be directed to asaume the role of a personnel 
censultant viewing the leader's action with a view 
toward constructive criticism. 

As a note of interest, the 0.5.5. experimented 
with the use of alcohol as 4 relaxing agent for 
bashful or timid persons. They reported good re- 
eulte, except thet too many oni nga encouraged overly 
enthusiastic diecussion periods, 


The leader as a Girector: The trainer must be 
alert | throughout the performance phase. Ne must 
guard against actore “throwing curves" at the student 
leader in impromptu dialogues; against ridicule or 
over-embarrassment of actors; and eapecially against 
unforseen situations that may arise. He must watch 
the tendency of actors to stop in tne middle of a 
case, or to ramble on when nothing is being accomplish- 
ed. 

Ordinarily, the situation has been set up for 
about four or five minutesz; when that time has 
passed with no conclusions reached, the instructor 
should ask the actorae to reach a conclusion and take 
a "eut" after another minute or two. Discretion can 
be applied, however, and particularly spirited dis- 
cussions may be allowed to continue for ten or fifteen 
minutes. A general rule might be to cut the action 
@6 sQon as the trends of leadershi; action have 
become obvious. 


The leader as a mediator: There are some criti- 
eal {seues in discussion periods that ere peculiar 
to role-playing sessions. The instructor will 
probably not have to prod or question the class to 
open discussions because the skits seem to provide 


CSS Assessment Staff, “Improvisations,” Sociatry,. 
April-Auguat, 1948, p. 33. 
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sufficient impetus to ret the discussion started 
spontaneously; the class is usually more than eager 
to get an analysis of the situation underway. In 
fact, one important job of the teacher at this point 
is to guard against the tendency for the croup to 
become so involved in the play that they lose sight 
of the real training goals. It is the job of the 
trainer to direct the apontaneous participation 
toward the principles involved in the situation. 

One other caution; there is an cecesional tend- 
ency for the student group to accept mediocre per- 
formances from the actors, or to "whitewash" their 
handling of a case. This can usually be corrected 
by inviting actor self-eriticiems before starting 
the general discussion period. 


The Follow-up: 

It is generally agreed that the teeching Job of any 
conference leader is not concluded when he leaves the 
classroom. True, a good summary and closure will help send 
the group away with a feeling that they have cotten some- 
where and that the experience has been interesting and 
valuable, >? but there is more to the leader's Job than that. 
The trainer must follow-up his claszes to encourage further 
discussions and lasting retention on the part of the group, 

It has been said that “some of the best conversations 
take place after the meeting has adjourned, wien people 
gather in small ¢croups and continue talking. "0 This type 
of extra-curricular participation indileates that real last- 


ing values will be obtained from the aubject material, end 


45 — 
Handbook for Discussion Leaders, HAVPERS 16975-A_ 
(Washington: Eureau of favel Fersonnel, June, 1946),p. 5. 
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the practice should be encouraged by the instructor. One 
method of promoting future attention is by mimeoxraphing, 
and later distributing, a record of the session. Appended 
to the record might be a list of local library reference 
texts on the material, for tne benefit of eny student in- 
terested in further pursuing the subject. Another method 

of encouraging post-cleas discussione ia to suggest ad journ~ 
ment to the local soda fountain, beer hall, or club, where 
the leader hopes discussions will continue, and new idecs 
and suggeations formulated for situetions to be used in 


future class meetinzs. 
SUMMARY 


This portion of the overall role-playing study was 
undertaken because it was apparent that without solving 
the major ovetacles Involved no conerete conclusions could 
be reached from the total etudy. The major obstacles seem- 
ed to revolve around the administration of the program, the 
job of the teacher. What was the job of the teacher? 
Could the Job be adequately filled by the military personnel 
avallable for role-playing leadership assignments? These 
questions, and others subsidary to them, had to be answered 
before proceeding. 

The conducted survey indicated that the tasks involved 
in the job of the leader are complex and difficult, cut 
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that competent, qualified, trained men can overcome the 
difficulties involved ané fulfill the teacher's misaion. 
It wee found, although there were disagreements among 
authorities on the lssue, that authorities belleve that 
the norwal militery officer can, like his industrial execu- 
tive counterpart, be trained as an efficient role-playing 
leader. His training, although necessarily comprehenci! ve, 
apparently does not need to take an exceesive amount of 
time; instead, the officer ahould benefit through early 
practical teaching experience. The rotation of leaders 
should elso assist in eliminating the obstacles, because 
self-criticism will be combined with outside criticiem to 
urge the officer leader to do a more efficient job. 

The conclusion can be reached, then, that the obstacles 
involved in setting up and conducting a role-playing pro- 
gram are not insurmountable, and thet careful attention to 


the problem should provide a basis for an effective program. 
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CHAPTER V 
A THEORETICAL APPLICATION 
IHNTRODUCTIGH 


The eurvey of literature and tne results of the early 
field investigations have indicated that role-playing is 
apparently an essentially sound leadership development 
technique. The question of application in a military 
climate has not been answered vy thia preliminary survey, 
however. This problem of "How to use the method" must be 
solved both theoretically and practically before the object- 
ives of the study can be accomplished. 

The purpose of thie chapter is to make a theoretical 
application of role-pleying in a typical military situetion. 
The object ia to provice a basis for practical application, 
and to serve as a guide for prospective military users, To 
accomplisn this purpose it is necessary to consider tue 
method itself, and also possible leadership development 
policies upon waich tue method can be tased when actuelly 
used. The first section of the chapter, then, has been 
devoted to the consideration of leadership development 
policies, and one apparently promising policy has been 
selected for illustration and explanation. The second 
section of the chepter contains a theoretical classroom 


application of pole-playing, as based on the illustrated 
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development policy. 
BXBCUTIVS DEVELOPAGHT POLICY 


In recent years the problem of the executive srowth of 
military end industrial leaders has been approached through 
various theorics concerned with executive development. Some 
of these approaches have been of more value than others when 
applied under certain conditions, so the type of development 
policy that is appropriate to the role-playing method should 
ve determined. 

The chapter on the educational values of role-playing 
mentioned the experience values of the principles underlying 
training situations. it was noted that individual class- 
room situations do not always need to be remembered, but 
that the principles involved in each case create the import- 
ant experience values. If this is secepted, then leadersnip 
development through role-playing should be besed on an execu- 
tive -rowth policy that emphasizes the princisles of leader- 
ship. Also, because the technique is concerned with train- 
ing through dramatic participation in skita built around 
Simulated situations, it should be based on a development 
policy that emphasizes the aituation in teaching leadership 
principles, 

These requirementa might be met through verious 


approaches: The "desiratle characteristics” of a leader 
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could be listed, and situations could then he selected 
that would develop the potential leader in those areas? 
The "Job specification" approach, advocated by some {ndus- 
trial training authorities and atuevens,* could be used 

as a basis for role-playing through the selection of sltua- 
tions that would prepsre the leader for a particular job in 
a particular organization. A "eritioal situation” policy 
eould also be adopted, in which role-playing situstions 
would be selected from situations based on the critical 
requirements of a leader's job. A comprehensive study of 
each approach would be beyond the scope of this study, #80, 
for purposea of illustration, and to provide a sugrested 
baee for the use of role-playing in cGeveloping military 
leaders, only the critical situations policy will be in- 


vestigated and illustrated at this time. 


The Critioal Situations Approach: 





The critical situation apsroach has been selected for 
{llustration and explanation because it offers a basis for 
the uae of role-playing that is directly concerned with 
Situations based on the critical requirements of executive 


positions. 


For a deseription of the desirable cnaracteristics 
of leaders see Chapter XI, Naval Leadership, for military 
leaders; and, Ralph C. avis, op. Git., pp. 16-150, for 
industrial leaders, 


For a deseriotion of the job epecification approach 
to leadership development in industry see Mace, op. cit. 
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Critical requirements may ve defined as those require- 
wents thet are crucial in the sense that they have been fre- 
quently observed to make the difference between euccess and 
failure in an organization. They include specific inci- 
Gente in which executive action was especially effective or 
{neffective. With the incidents classified and available, 
the theory considers that potential executives can te train-e 
ed to intelligently solve problems that might arise in siml- 
lar future incidents. The value of the technizue supposecly 
results from the lessons to be learned from critical aitua- 
tions; if the executive knows how to approach a situation 
he should be able to solve the problems connected therewith. 
Leadership develops because the executive learns to apply 
the principles of leadership that will assist him in problem 
solving. 

One method of determining the critical requirements 
of executive jobs has been uncovered by military research 
through a study concerned with the oritical requirements 
of an Alr Force officer's joo. The study, conducted by 
the American Institute for Research, for the United States 


Air Force, covered over 3000 incidente involving Air 


—— 


John C. Planagan, “Defining the Requirementa of the 
Executive Job," Personnel, July, 1951, p. 26. 


Harley 0. Preston, The Levelopment of a Procedure 
for Evaluating Officere in the United States Air Force. 
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Foree officers, and included all levels of military leadere,. 
The study was primarily concerned with uncovering the criti- 
cal requirements of military executive positions far pur- 
poses of officer evaluation, but the incidents Involved 
appear appliceble for training purposes as well. To illus- 
trate the technique, the following incident is ‘resented 

to indicate the type data collected: 


The...example is an incident regarding making 
decisions. This is an incident concerning ine 
effective behavior on the part of a Leputy for 
Operations: 

About two or three times a week he would come 
inte my office and start the conversation by saylnz, 
‘Say, Colonel, you have to make a decision.' ie 
would tell me the problem on which he should have 
rendered a éecision since he had all the fects 
and I didn’t. He was afraid to make a decision 
that I would not approve. The finel straw: A 
decision was needed avout sending a ship out in 
bad weather~--he knew the facte but didn't have 
the courage to decide. He came to me, and I told 
him to make the decision and notify me about it. 
He wrote a letter to all subordinates telling 
them thet he had been on the carpet, and the 
reason was because his subordinates had failed 
te do as they were told. This was untrue, and 
eeveral cf his subordinates compleined to me 
about the letter go I requested his relief,5 


A summary of such ineidents, Ineluding effective and 
ineffective casee, wee prepared, and providea ereae for 
the selection of situations that ean te Insluded in train- 
ing programs. For example, it was found that the most 


critical areas for top military executives, including 


Flanagan, op. cit., p. 29; a reprint from the 
Preston study. 
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officers of the rank of colonel and above, when listed in 
rank order, were: 

1. Proficiency in Planning and Directing Action. 

2. Proficiency in Supervising Personnel. 

3. Acceptance of Personal Responsibility. 

4. Acceptance of Organizational Responsibility. 

S. Proficiency in Military Occupational Specialty. 

6. Proficiency in Handling Administrative Detatis.© 
The order for lower ranking officers was somewhat differ- 
ent, as indicated by the following lists 

1. Acceptance of Personal Hesponaibility. 

2. Proficiency in Planning and Directing Action. 

3. Proficiency in Military Occupational Specialty. 

l.. Proficlency in Supervising Feraonnel. 

5. Acceptance of Organizational esponsibility. 

6. Proficiency in Hendling Administrative Details.’ 

The latter breakdown prowides suitable areas for train- 
ing for iomediate and intermediate leadership cbjectives, 
while the top management critical areas provide for the ful- 
fillment of ultimate objectives. 

Critical incidents can also be collected for training 


uses by other meanz. Many collections of case-studies con- 





6 Preston, op. cit., Pp. 27. 
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Loc. cit. 
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tain critical incidents that could be fitted into the 
Preston classifications, © or actual "experience" situations 
could be sugzested by members of the student group, and be 
included in the selected classifications by the group in- 
structor. The number of appropriate situations is actually 
limited only by the limits of experiences available and by 
the cepabilities of the people involved. 

The critical requirements approach appears losical 
for leadership training uses. The immediate objective of 
preparing officers for current performance of duty would be 
met through situations concerned with everycay problems con- 
nected with the officers' current jobs. An intermediate 
Objective would be met by preparing officers to cope with 
situations that might be encountered on the next higher 
level, The ultimate objective of preparing officers for 
top managevent positions would be met through special 
attention to situations in which top management has been 
found to have the most probleme. 

This approach to executive development appears of 
value at all executive levels and for all types of execu- 
tives. The program appears to be flexible enough to allow 
variations to be incorporated for each command, each branch 


of a service, and every type officer, because appropriate 





For example; from fifty cases presented in Naval 
Leadership, pp. 203-520. 
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situations could be selected for any occasion. Perhaps 

the greatest value of the approach is that the critical 
requirements technique provides for the overall cevelopment 
of executives, and it is generally agreed that top execu- 
tives muat make decisions and come up with new ideas that 
affect all phases of the organization, so that treir abil- 
9 


itles cannot be specislizec or confined.” Another value 

of importance is sucgeated because it hes often been said 
that "the pragmatic test of a leader's ability is his 
ability to get results."29 the critical situation technique 
should help the leader to get results tecause it trains 

him to cope with the situation, and if he can learn to 

do that, results should follow. 

One apperent limitation to the method lies in the 
necessity for the collection of more complete data on the 
eritical requirements of the various levels of military 
management. The Air Force study needs verification, and 
possibly modification, before it can be accepted as auccur~ 
ate for all branches of the Armed Forces. However, the 
theory provides a theoretically sound basis for the 


initiation of a program, and further research and local 





? "Teach kascutives to Think," Eueiness Week, January 
6, 1951, p. 78. 
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Ralph C. Davis, industrial Crganizeation and lianege- 
ment (New York: Harper & Trothers, TOLoT, Pe 37 
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Bi, 
modification could be provided throuch training directives, 
APPLICATION 


The oritical situations policy for executive develope 
ment provides a basis for an application of the role-play- 
ing technique under simulated, but realistic, conditions. 
The followlne suggested application serves as a theoretical 
illustration of one way in which a military command could 
utilize the method in leadership training. The illustre- 
tion is believed of value to this study, because it permite 
a better understanding of the theoretical procedurea and 
valuea outlined in the earlier chapters, and it supplies an 
{lluatration of classroom application for prospective users 
of the method. 

The hypothetical case starts with the planning phase: 
The leader firet considers his student group; in this case, 
the typical aircraft squadron class defined in Chapter I. 
The next atep is the selection of appropriate subject mater- 
fal. The instructor, in this case, is assumed te haw 
#elected a hypothetical problem because his students were 
not experienced in role-playing classes. He decided that 
a general situstion, an incident within the experience 
limits of all the students, would be appropriate, so he 
consulted the collection of leadership problems in Naval 


Leadership, and adapted one to his purposes: 
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Situations 
Place: Marine Corps Air Station, El Toro, Californta, 


A squadron of transport planes was to take off 
at 0600 on the first leg of a routine training 
flight from El Toro to Guam. At the muster of the 
crews at 05350, the duty Non Commiseloned Officer 
reported one man absent--a second mechanic on one 
of the planes. About 0550 the NCO reported that 
thia man had shown up. All the officers were, at 
this time, in the aquadron ready room getting their 
last minute instructions. 

When the pilot whose second mechanic had been 
absent went out to his plane, he was informed by 
the plane captain that the man in question was very 
much under the influence of liquor, but was trying 
not to show 1t and was being very quiet. The 
officer interviewed the man and considered it would 
not be dangerous to have him aboard. He therefore 
ordered the man to get in the plane and go to sleep. 
During the flight this man caused no trouble and 
by the time thse squadron landed at Honolulu he 
Was sober enough to do his work properly. 

Thies man had been in the Marines for eleven years, 
waa @ Technical sergeant, and had had an excellent 
record in conduct every quarter since he had been 
in the service. Ue was a hard worker, intelligent, 
and an all-round zood man. 


Problem; As the pilot of this plane, what action 
would you take in this case, and why? 


The instructor realized thet critical incidenta such 
as the above often have no "sure” or “school” solution; 
that there are many solutions to most leadersip problems, 
and that leaders with different personal characteristics 
would face the situation in different ways. Knowlng thie, 
the leader had reached a zood starting point; a place where 


learning could begin. He was ready to prepare his class 
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outline and step out to meet the student eoe:” 

The class might have been opened with a brief warm-up 
talk by the instructor, followed by an explenation of the 
situation to be enacted. With rapport thue established, 
the previously briefed student plane commander would be 
reeked to leave the room. During his absence, the student 
"offender" would have been briefed as to the excuses, 
answers, and attitudes that would make the eituation as 
realintic as possible. The cless might then have been 
briefed on what to look for in the way of leadership per- 
formance, and prompted to try to put themselves in the shoes 
of the offender for a better underetanding of his feelings, 
or in the position of the squadron commander who weuld later 
judge the pilot's handling of the incident. 

The plane commander would then be recalled, and a scene 
enactec concerning the conversation between that officer 
and the first mechanic upon errival eat Honolulu. A tape 
recorder, if avallable, could have been used to record the 


action, and a play-back would have started a cless dis- 


In the particular incident selected, where the 
actual leader would have had ample time to outline his 
actions, experience has shown that it is usually best to 
notify the student leader of the general situation in ad- 
vance 89 that the actual case is duplicate: as closely as 
possible. Spontaneity would still be of importarice, tut 
it would be developed through the actions and words of 
the offender. The (netructor would, therefore, have se- 
lected his student leader and prepared him before the 
scheduled class meeting. 
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cussion of the problen. 

The handling of the case by the student leader mircht 
or might not have been the beet. The stucent would be 
given the opportunity to open the discusaion period with 
a oriticism of his own portrayal of the plane coneander, 
and then the other students might take him to taak for his 
handling of the case. The offender would also be given an 
early opportunity to express his reactions to the scene, 
in order to start the group thinking of the "other fellow's 
feelings." Comments of the plane commander and offender 
would be useful in getting class participation, but as 
mentioned above, no two leaders would act in exactly the 
same way in any particular situation. The students! per- 
formance would primarily be of value as the basis for a 
Giscussion of the principles involved in the incident, so 
that every student could picture himself as the leacer and 
determine the manner in which he, himself, would handle a 
Similer future actual problem in the light of the appro- 
priate leadership principles. 

The principles of leaderanip are, in themselves, be- 
yond the scope of this study. Some attention to them is 
warranted, however, because they apparently constitute the 
actual subject matter of each role-playing session, and an 
lllustration of how they may be brought out by the teacher 
ia pertinent to the application of the technique in leader- 


.awldorq sed eo Mo teaus 

POR Re eebes! Sorsbots wir gd Has Kot We ol itned ser 
of Whew Srekode Sat Jtved eit eet erat 26m sample 4b 
te teree) cotanwuNld ang owe at CT thosdoqyo Use men tp 
weenmes betel ae WS Logeteieg ceo uta te mately les » 
std ry aed of CIN tied 30508 wicabots wwhTS es one Bite 
ae aevky of bely Bfoc® qubsitio SAT Joneo pa To ¥nit indian 
(kveet WE gd Grol z0iew Ott” weoraRs 09 Co TTOCgD TIamb 
a'wofiat «airo” Oi Le petioles queqy eat 24er« OF swine At 
qebewt ie bee tetwremeto wnat) So) Ye azweemet “see! 00% 
Gh red wb tdveTstyesy ancde gatedep ol Letet' ad Wtiue 
ect Uldstey of Ghe Ninwe Weeboel owd cr ewell bewetonaa 
meq Veyasbess eat JuolTwd) a «weettaeg you ad Yeo tend 
o och aces cle Ge wolfe Ve ot ct ieity Slvow sone 
ob juWetrmal wld wf bes Gore! Gwivtéateg war to on Peavvetb 
baw vobee! wilh sh"Dfbket® wEUNSTY Ofv00 MobAuHY YrevE Saute 
« aDhedks Sleee Viwdede 2c Gotd® off tenses sila actoweted 
~wrsgtee bd Ve Watt belt oo! eeliewy ta0es8 fuyrea votinte 
esiqmctay Otowtebeer sete 

- ,sey sabes ot pene gintapeast io setatenta set 
at wady 29 peddneste mad .qides wind te edad aad body 
oft stuglemcee ELEROLMQLO Wr geudoed ,tevdeOK Onset IEF 
os tae wolewen polyety-dlvs dae Ie obj Jom foolsun Lasdve 
cadiveed td ge dire Atay od fee weal wot Jo potaeweeuslt 
-qebest of weptdde! a Go mobdeed geo O28 OF 2onntzeny 2! 








88 


ship training. 

The class criticisms would likely incluce a number of 
suggestions from claes members on their beliefs as to the 
proper handling of the problem. One student might volune 
teer that "no harm was actually done, because the remainder 
of the crew took care of the duties of the offender while 
he was asleep." Another might recall a similar ineldent 
where the plane commander had taken no action, but had re- 
lied on the other members of the orew to "straighten out the 
sergeant." The range of etudcent suggettions might well run 
from “court martial" to "live and let live” in this situation. 

The instructor could have limited the discussion period 
to the principles that he particulerly desired to streas 
during the seesion in progress, but for a general leaderahip 
clase, each suggestion and question could have been used to 
form a basis for the discussion of the prineiples of leader- 
ship involved. The surgeation concerning the remedial 
actions of the group would furnish an opportunity for the 
teacher to discuss the medern “teamwork” principles of 
leadership, as opposed to “autocratic" leadership: the “do 
nothing" experience might open the door for a discussion of 
the relative values of positive, nerative, and neutral moti- 
vation or of the informal leedership factors pretent in 
groups and organizations. The ceneral problem itself sug~ 


gests a discussion of the principle of interration, or the 
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creation of goals for the people led that will create a 
desire in them to do their utmost toward the achievement 
of the objectives of the organization; ~“ and, also, of 
leadership attitudes, including the theory that a leader 
should “be a member of the team, although atill its 
captein, "*? 
Throughout the discuesion period the instructor would 
have followed the rules of good discussion leadership; he 
would have kept the questioning and sugsestions within 
bounds, and would have encouraged fu: ther student partici- 
pation through his outlining of principles. After a tenta- 
tive solution had been agreed upon by the group, a new plane 
commander might have re-enacted the scene. The group leader 
might then have closed the session by summarizing the high 
lights of the discussion, re~emphasizing the principles 


brought out during the period. 
SUMMARY 


The discussions of policy and application in this 


chapter have been brief and may be considered incomplete, 


” Ordway Tead, Human Nature and Manerement (New York: 
McGraw-Hill book Company, 1933), p. ikdj. 


3 
Couglas C. Lyneh, Leading and Menagine en (New 
York: The Konald Press Company, T950), Pp. ts 
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in that they have not covered all the avallable solutions 
to the employment of role-playing or to tie problem of 
executive growth. The purpose of the chapter was, however, 
to discover how the objectives of leadership training could 
be fulfilled through the use of role-playing, and the dis- 
cussions were not intended ss the solution, but rather as 
a theoretical suggested method of employment of the tech- 
nique in leadership tralning. it is from this view that 
the following conclusions have been drawn. 

The critical situation metnod, as a lesdership develop- 
ment policy featuring role-:,laying as a primary training 
technique, appears to be directly applicable to leadership 
Gevelo,ment. Some authorities estate that every leaderehip 
problem consists of three interacting fractors--the leader, 
the people led, and the wi tuation. 24 They point out thet 
the first two factors, the leader and the followers, are 
comparatively stable elements, tut that the situation is 
highly instable and thus creates the leadership problem, +? 
if this is accepted, then the incidents involved in the 
eritical situations approach atrike directly at the heart 


uy, For example: Ralph ¢. Davis, Iinduetrial Crrantze- 
tion and Kanegement, p. 31. 





Relph M. Stogdill, “Personal factors Associated 
with Leaderehip: A Survey of the Literature,” mimeographec 
om from The Journal of Psychology, 190 25, 55-71, p. 
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of every leaderehip problem, the changing situation, and 
the student group learns to apply the “law of the situa- 
tions" they learn to determine the facts involved ina 
problem, have the courage to face those facts, and have 
the abllity and willingness to follow the course of action 
ding Rintaee:*” 

Critical situations are not the only workable approach 
to leadership development, as role-playing is not the only 
efficient training method, but they apparently do provide 
one satisfactory method of developing efficient lesders,. 

fiole-playing, when utilized to examine the principles 
involved in the handling of critical ineidente, appears to 
be capable of fulfilling the objectives of an executive 
growth program, and to effectively point out the leader~ 
ship principles that ere required in the promotion of 
effective learning. The fllustrated applieation has pro- 
vided only an example of possible classroom uses of the 
technique in a local command. The same incident, or any 
selected “experience” or hypothetical case, eould have been 
illustrated using the various methods of employment listed 
in Chapter III. Additional theoretical applications might 
be of value as a guide to future military users, but for 
the purposes of this study, it is believed that the one 


Ralph C. Davis, Industrial Organization and M4en- 
agement, p. 352. 


OS aes 





Sate taubay wily antes of Weahtlau enue smtpate-alon 
cx Wesecs ,Mmnibyos Laiifteh 10 rcttmat watl A! ber conn! 
© gultiwecs ni Me sev Phostge aud jasktritet Te dtdngss of 
canhied ead ble Sado’ (orlioyts 03 sae aciaey drwom 
$e ilzmsote ise 2 Genlnipes Sip sacs balylinrtey gine 
Lisi Ste fe UVbobbine wedestwrlli alt’ .gnatanet oy ltowtie 
dae Ye sony) wmctanatc aidfieoy tc AGlekes aa tim badly 
gmt 3 Feeered sume Ad heme tdecd 6 nf aupladaes 
noot wad Simm baie Lsakeaddedgd a “eodssssgus™ Sedpelne 
wnstl? doue(olnen Ss Witdien Sakdiir odl paleo bstewi avsli 
sila enptrculings Lietdermnds Lécdbsload . th tednyae ab 
@) tem even predi tio eurtut of o54my © an eater To oF 
wre Gi 4442 Gerdtios at #1 yefute ache Yo Weandeuy 84F 


7 ae ; 
ned Mee cetiebinueys gatylethg? sient 3 yee 
mt te sommes 





92 


Lllustration provides a suitable guide for practical appli- 
cation, and that other methods of employment can best be 
experimented with through a practical try-out of role- 
playing in a local command setting. 
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CHAPTER VI 
A PRACTICAL APPLICATION 
INTRODUCTION 


The survey of objectives and procecuresa of role-playing 
in local command leadership training indicated that a 
practical case study under a typical command situation would 
be of value to this study. As a result, arrangements were 
meade with a Marine Corps fighter squadron to experiment with 
the technique, in order to compare actual operating cone 
ditions with the information derived from the earlier 1li- 
brary studies and theoretical considerations. This chapter 
contains a report of that experiment. 

The case study was planned by the investigator to con- 
elst of an introduction of the method to a typical officer 
group, experimentation on the use of a line officer as the 
classroom instructor, experlimenta lon on methods of employ-~- 
ment, and an appraisal of the reactions of the student croup 
as the program progressed. The study was limited in scope, 
in that the experinents were conducted over a relatively 
short period of time, no control group was set up, and no 
evaluation of leadership improvement was attempted. 

The report of the study has been made vy providing a 
background picture of the experiment, and then by listing 
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the events ae they occurred, and by noting the comments of 
the observer investigator, student instructor, and officers 
concerned. The events and comments have been reported in 
the following sections: Instructor Preparation, Introduct- 
ory Session, Later Classes, Tape Secorder Session, and an 


overall summary section. 


Background of the Experiment: 

Marine Fighter Squadron 2ij;, an organised reserve unit 
of the Marine Corps, was called to active duty during the 
month of October, 1951. The personnel reported te the 
Havel Alr Station, Columous, Unio, for a three month orient- 
ation and training period prior to re-astignment to regu- 
ler warine Corps aviation units. wuring thia period, the 
officer personnel reviewed tactical flignt procedures, 
studied aviation and military technical suodjects, and in 
general prepared themeelves for exterded active military 
duty. 

The squedron commander was contacted by this investi- 
gator regarding the desired cave study of role-playine in 
action, and he agreed to experiment with the technique in 
the leadership training of his squadron officers. The 
following conditions prevailed: 

Tne group: The student group compared favorably 
with the typical equedron group desoribed in Chap- 

ter I, except that the military experience level of 


the officere wae probadly lower then that of the 
average regular somponent orzanization. 
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Leadership: The squadron commander decided to 
conduct cla8s sessions himzelf, although he had the 
aesistance of the unit training officer for planning 
purposes. 


Time Available: Classes were to te held during 
inclement weather, when flight apart or other 
scheduled activities had been cancelled. 


Training Conditions: Training conditions were 
comparable with toose described as typical in 
Chapter I. 


Subject Material: The squadron commander agreed 
to supply the subject material himself, tazed on 
leadership principles contained in the literature 
furnished by the investigator. 


INETRUCTOR PREPARATIO’ 


The tnvestigator informally prepared the squadron com- 
wander for his duties as the role-playing director as 
follows; 


1. The squadron commander was given a verbal descrip- 
tion of the method, its history, and current 
status in aya Sarg, industrial, and educational 
situations. 


2. The theoretical values and reports of practical 
training men were given to the future director 
for his information and uee.2 


3. The leader was briefed on tne job of the role- 
playing Girector; ne was instructed on the se- 
lection of subject material, the conduct of 
claszes, hints and cautions for the instructor, 
and in methods of emphasizing leadership principles. 


This arrangement resulted in an average of about one 
two-hour clase each week over a six week period. 
é A review of Chapter II of this study. 


: A review of Chapter III of this study. 
A preview of Chapter IV of this study. 
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. A list of suggested methods of employing the 
technique was supplied.5 


5- He was furnished agerte situations and class- 
room applications. 


6. Literature covering recognized military leader- 
ship principles was provided, to be used aa a 
basis for selection of situations and for dia- 
cuseion purposes. 7? 

7. The prospective leader attended the Introductory 
class session in the capacity of an observer and 
student teacher. 

&. Luring the series of classes, the squadron com- 


mander was encouraged to request seeistance by 
asking questions on methods and procedurea. 


INTRODUCTORY SLESION 


Events; 

The introductory session was conducted by the investi- 
gator. The class was opened with a brief explanation of 
the study being concucted. This was followed by a de-~ 
seription of role-playing, ita uses and theoretical valuea. 
The direct purposes and objectives of the current leader- 
ship training course were also covered. The students were 
then encouraged to question the clasa leader on these sub- 
jects. 

Two officers volunteered the information that they 
had experienced role-playing training in thelr civilian 


? As described in Chapter III of this study. 


manual For Frractical Levelopment of Leadership 
Qualities. 
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joba. Several questione were asked regarding the type of 
situations to be used, the kind of solutions that could 

be expected, values to ve received, etc. One student put 
hia question regarding method into the form of a leadership 
situation in which he had recently been involved; this 
situation was selected for an introductory demonstration, 
and the training period commenced, 

After the first situation hac been enacted end dis- 
cussed, the students began to offer sugseestions for other 
problems, and several student volunteered situations were 
utilized during the remainder of the meeting. 

Thirteen of the fifteen student officers aetively par- 
ticipated in skita and/or discussione. Five officers 
remained voluntarily after class to discuss the metnod and 
to ask questions of the inatruector. The class had been 
scheduled to close at 12:00, but the students voluntarily 


continued discussions until about 12:30. 


Report of the Group Leader (Investigator): 
The group appeared hesltant in accepting the technique 


during the warm-up period. A prepared altuation had been 
planned for the initial demonstration, but was discarded 
when it appeared that etudent euppert could only be gained 
through active student participation. When tne first aitua- 


tion hed been acted out, a change in attitude was evident. 
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The discussion period and later situations were sp:-ntaneous, 


and proved more difficult to control than to develop. Some 


ef the problems noted in the first session were; 


1. 


Some students seemed to expect a "school" 
solution to each problem, and felt tnat 
regulations should cover most situationa. 


The dialogue broke down in one Instance, 
where the action apparently had not been 
adequately prepared before the scene bean. 


One student officer stated that he couldn't 
get the "feel" of his part, and stopped in 
the middle of a skit. 


Student interest appeared very high by the end 
of the period, as evidenced by the willingness 
of the group to continue past the normal 
training hour, by the number of students who 
remained after the ciass hed been dismissed, 
ana by the high percentage of participation. 


The students seemed to enjoy the discussions 
of the eituations more than the acting, out 
when a straight dlacussion problem was intro- 
duced it fell a little fleet. in other words, 
the role-playing seemed to act as a stimulant 
to discussion. 


There was some evidence thet the students 
liked to bring thelr personal expertences 
into the classroom. 


Student Reports: 





The following student observations inelude verbal com~ 


ments made in class or to the investigator, and written 


Opinions that were solicited following the meeting: 


One “actor” reported that he had changed his opinion 


on the handling of a particular situation after observing 


others in the role and after listening to the group alse- 
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cussion. 

One obrerver to a aituation reported thet he seemed 
to feel wnen certain actions from the actors were called 
for; when the actor failed him, he felt “let down." 

Lome officers who obviously Liked the method asked if 
it could be usec in technical subjects, i.e., aerology, air 
regulatione, etc. 

The written comments showed that the students gener- 
ally liked the new method; typical comments were: 


I think that discussion of thia tyre is something 
we have needed for some time, and in my own mind 
there can be no question as to its value. Having 
acted two cpposite parts ina situation I feel that 
I snould be able to handle future situations with a 
greater degree of efficiency. 


I like and respect this method of learning. On 
participation I was self conecious and nervous being 
the firet to act, but I believe the next time | will 
get more out of 1t¢. This one period hes created more 
interest in me toward personnel problems, and I am 
enxious to see how I etack up with the other boys' 
methods of operation. 


i think this type of inatruotion is far superior 
to staid lectures on any subject. Certainly it is 
far superior to the run of the mill movies we have 
been seeing. I think that our time can be much 
better apent in discussions such as these. I feel 
that much of our foul weather time is wasted, snd 
i would welcome more of the same type meetinzs 
that were participated in this morning. 


A system like this wouid, 1 selieve, solve many 
of the problems which arise. As one of our officers 
remarked, it gives you confidence in feeling that 
you are acting a@ the other officerzg woulu act in 
& similar situation. I believe that thie is «4 
much more intereating system than movies or lectures. 


i> o4 _? « vpn tabee 
femwee @e Dent Debeoewr melvetets & 06 terete en 
wallon ooee Wanted Se wht Gb Ta. HCWebE' rede Fees Oo 
“omne FEET LET AD ald ORETEt UORSk WI nece j 202 

Li Sete pee GA ERE YDwOeYer coe meptiic seve 
is <eRSlopee gstut ,eFbetdve Lectimione wt hawt 98 iron 42 
— " S98 [atte tT) ehuges 

~ dente NIMOEOE: “OMt Sal epdy wdoeeecs “ede fan att 
LaTR® Tf oO pewOS ee ee 


“De eer 
ne: 





wirees e 
jatd tT 6o sia a 
“ 


“SERS re 


ew) ben lace wer 
Reese Woenriat 
ia Se 


ruoqe pepe at a el 
ey a eialeenO. «38 aN ee trade ov 


i 


ered ef eolroe on “A ow oa yotwenee a7 
ar & Nae we Jaw tie 2 4 
iset * «een f <i mit y Sagar bah mae ~ys — 
ee t 
ae —* ay mats ioeee eh J and 
mame © ice ovation - ,bivee eit) stl ano A 
ewalths ve Te wae os tentoe alae wnt som ods 34 
jeer iteel o N= cele | Tove Fat Pleats Bry opseeess 
aes os ale debe Tange salbeis 6 
63 a 
sees 2 i 2 + 


cuties witieonsiat Soe Ol 











109 


There were no directly opposed opinions, but a number 
of polnta were made tnat indicated thet full acceptance had 
not been gained; for examples 

I believe the method will cet very good results. 

However, 1 feel the need of something as a concrete 

basis for workins out theee probleme. 

I velieve the methed of zeneral discussion is 

by far the best. Acting out the situation is too 

artificial to be of benefit. The digecussicn muethod 

with one person (preferably the one with the problem) 
to lead or conduct, to a certain extent, the dis- 
cussion seems beat. 

In my Opinion, the inter-chanre of ideas during 

a discussion period similar te this will prove 

valuable as long as the discussion is lec and steered 

by one person, to preclude petty or unimportant sub- 
jects from consuming too much time. 
LATER CLASSES 
Evente: 

The remainder of the sessions held by the squadron 
were conducted under the leadership of the equadron command- 
er. During there meetings he experimented with a number of 
methods of employing the technique, snd reported regularly 
on the events, giving hie opinions on each seesion and on 
each method tried. The students were also queetioned dur- 
ing this period, and they often volunteered information on 
the program. 

Classes were usually conductec in reguler classrooms, 
although the leader experimented uniter less formal con- 


ditions, i.e., during an informal luncheon period, and in 
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the squadron ready gous.” 


Report of Observer: 





The observer investigator was not present at all 
sessions because they were often called on tne spur of the 
moment. The following conmmenta were therefore prepared 
partly from personal observations and partly from opinions 
formed from student attitudes: 

Interest appeared to increase as the series prorressed. 
One student missed a meeting and later expressed regret, 
asking when another would be held so that he could arrange 
to be present. Another note of student interest; a croup 
of officers voluntarily brought up the subject after work- 
ing hours at the officers! mess and discussed the method 
for some time. 

The students appeared to set into the “swing” of ect- 
ing, and appeared to genuinely enjoy participating in 
later skits. Kealistie acting began to appear. 

There apparently is some canger in the use of live ex- 
perience situations, in that personalities were brought 
out in some situations when names were not completely dis- 


guised,. 





S A ready room {#2 a room used for flicht briefinrs 
and pilot relaxation. Aviators usually atsait flight cails 
here and play cards, drink coffee, or reac. The room has 
the informal a mosphere of an athletic club locker room. 
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Report of Squadron Com»ander (Group Leader): 





The squadron commander comments are from the point of 


view of his position as the role-playing director: 


i. 


2. 











No difficulty was encountered in keeping dis- 
cussions within bounds, although that tendency 
had to be constantly watched. 


Actual experience situations seemed to be the 
only sure method of gaining and holding 
student interest. 


Hot and heavy, even violent, arguments often 
developed during the discussion periods, but 
it was found that they could be stopped by 
asking each side to act out ite vereion for 
group ap;roval or rejection. 


Student interest seemed to increase with each 
session; there were several cases of discussions 
eontinuing well after cless. Again, officers 
not involved in the class, but within hearing 
Gistance, would drop their reading or work and 
come join the sesaions. 


Student Reports: 

The student reports of later sessions were nearly all 
favorable; the students answered questions freely, and 
reports of situaticns or suggestions were often volunteered. 
The followine specific comments were received during the 


period while classes were being held: 


1 think i now know what to do if I sncounter 


a similar situation in the future. 


I feel that acting helped me to fet the 


feelings and reactions of the men better. The 
boys ere getting quite a "charge" out of the 
acting. 
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1 think interest was higher because we were using 
true situations. The argumente that came up during 
the discussions helped develop interest too. 


Someone who specializes in this field should scon- 
duct the classes, rather than utilising an untrained 
officer aa an instructor. The discussion must be 
kept on the subject before food results can be obtain- 
ed. 


Getting all the fellows! solutions helps in 
getting a final best solution to the problem. 


The boys are becoming aware of the fact that they 


are going to have to take more leadership respon- 
sibilities on their jobs. 


TAPE RECORDER SESSION 


Events: 
A tape recorder was employed in only one session, but, 
because of the importance some authorities attach to ite 


use in role-playing meetings, that session has been reported 





upon separately. 

in this particular meeting, each situation was acted 
out two or three times with different actors in the roles. 
The recorder picked up the dialogue in each skit, and after 
the scene was completed the tape was re-run immediately. 
The actors were allowed to comment on their own handling of 
the case before the sroup began discussion. Discussions 
were also recorded, as were the director's summary remarks 


following the discuasion periods. 


{ 


\ 
\ 
\ 
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Report of Observer: 

The use of the tape recorder seemed to “spark" the 
situation etmosphere, but no actual improvement in leader- 
ship abilities or in acting was noted. In fact, the effect 
of the recordings seemed more pronounced on the audience 
than on the actors. 

Tne recorded digcussions and summary talks did not 
appear to edd anything to those parts of the session, al- 
though they were found useful in analyzing the meeting the 
following day. It is possible that such recordings would 
be of value in exchanging viewa between training groups and 


in providing a basis for problem selections by others, 


Student Reporte: 

The atudents reported that they generally liked useing 
the tape recorder in clasa, although two students stated 
that they definitely did not like ita use; they believed 
thet it brought out artificialities. None of the students 
felt that the recorder was essential, although several 
students reported that they thought it definitely helped 
their performances, spiced up the program, and assisted in 


speech improvement. 


SUMMARY 
Events; 


The total series included experimentation with a rep- 
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resentative number of methods of employment of the technique 
in leadership training, and with ascompanying characteristic 
introductions, discussions, and summaries. In general, 
warm-ups, buzeesessions, repeat performances, tape record- 
{ngs, and verious discussion devices were applied to one or 
more of the following methods during the series: 

l. Prepared situations were used from time to tine 

fn ereating initial interest or in introducing 


a new subject. 


2. Impromptu sltuations arising out of discussions 
or from atudent sugrestions were used regularly. 


4. Pra. tic leadershi roblems were used as a 
Galts Par peepared ci atten 


or prepared situations and were also 
Snitiated as a reault of class discussions. 


ll. Role reversals were used frejuently as a method, 
and aleo as a device for settling discussion 
disputes. 

Report of Observer: 

Initially the student group seemed hard to convince on 
the merits of the technique. As early as the close of the 
first mecting, however, the group interest level had appar- 
ently been raised above the level of ordinary classroom 
methods. From that point on, interest appeared to increase 
throughout the series. because the series was quite short, 
it is not known at what point the interest would level off 
or drop, but within the limite of this experiment, it 
appears that student interest is a very important asset to 
the method, 
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The selection of subject matter was left to the dis- 
eretion of the squadron commander, and his opinions and 
attitudes may have influenced the heavy use of real-life 
experience type situations. The students also menticned 
that they preferred this type of situation, and their likes 
and dislikes may have influenced the pattern too. The in- 
structor did use hypothetical situations from time to time, 
but he felt that euch situations lacked the spark required 
to build and hold student interest. 

The leader appeared to do an excellent teaching job 
with a minimum of instruction and observation. This could 
have been the result of past experience, in that he was an 
experienced painieteee Liane and had held a responsible 
executive jot in industry before being recalled to active 
duty. He aleo appeared to be above average in his under- 
standing of leadership principles and their a:plication. 
To offset these advantages, his clessroom presentetions 
indicated a lack of confidence, which may have been due to 
a lack of practical military experience, or because of 
personalities involved. 

The student group alco lecked practical military ex- 
perience, but it is not believed that this affected the 
results of the program. Their lack of military experience 
was lergely offset by their civilian experiences, and the 


officers seemed able to apply their combined military and 
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civilian experiences to militery cases and to understand 


and apply the principles of leadership without difficulty. 


Report of Squadron Commander: 


The squadron commander was asked to give his overall 
views on the job and problems of the group leader, and his 
suggestions for future employment of the method in local 
command situations. He reported that, in hle opinion, a 
formal “packaged” program would be of dubious value in in- 
formal leadership training. He felt that a rigid program 
would result in a lose of instructor and student interest. 
However, he also believed that too loose an overall program 
would be equally bad, in that various student groups might 
fail to fret the theory of the method or become confused, 
might stress poor leadership principles in their training, 
and might not be uniform in thelr approach to similar 
probleris. 

His recommendations, then, included the use of s con- 
trolled but flexible program, with instructors trained in 
uniform methods of employment, fixed leadership principles, 
and for a sample program to be available as an instructional 
guide. He btelieved that a number of hypothetical cases 
should be furnished the training officer, but that the 
samples and illustrations should only be used until the 
students become involved enough to volunteer actual exper- 


fence situations. It was his opinion that the method could 
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best be introduced torough use of a visiting team of ex- 
perta. 

As regards his o#n experiences as a role-playing 
director, he reported that the pre-course triefings and 
Observations had been acequate for his purposes, except that 
additional sample cases and illustrations of classroom 
procedures would have aselsted him in getting the prog: em 
underway. Once orientated in the method, he reported no 
particular difficulties in plannini, or conducting classes. 

He also stated that he had found the classes veneficial in 
developing, his own leacership ability. curing the course 

he Introduced several disguised experlence situations of 

his own, and found that the acting and subsequent discussions 
would cause him to handle similar future cases {na different 


manne? . 


Student heporta: 

it was difficult to obtain meaningful etudent reports 
on the value of the serles of role- laying seasions. Most 
comments merely pointed out the usually attributed advant- 
ages of the method. The study and series were too brief to 
sllow evaluations of performance, and the officers concerned 
were unable to competently report improvementa in leadership 
ability. 

The officers did feel that they had gained a better 
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understanding of leaders'io responsib’lities, of the feel- 
ings of other people, and of the principles of leadership. 
They also reported that they had increased their confidence 
in thelr ebility to meet leadership situations. The diffi- 
culty in accepting these cpinione lies mainly in the absence 
of facte that would substantiate the reported benefits. 
Interest and self-confidence reports can be riven a certain 
anount of credit, however, becauee the studente were in a 


position to evaluate their own feelings. 


Conclusions: 

The practical application apparently provided a typi- 
cal example of local militery command reception anc treate 
ment of the role-playing technique. The experiment was 
limited in seope, but appeared to serve the purpose of the 
study. 

Problems were encountered in application, but nothing 
insurmountable developed, and nothing entirely new was 
brought out through the experiment. The results were en- 
couraging, and indicated that the method has promise as 
a military leadership training teennique. in freneral, the 
practical application served to verify the advantages, 
limitations, and hypotheses sugcested b: the earlier 


theeretical application and by the preliminary studies. 
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CHAPTER VII 


SUMMARY ANL CONCLUSIONS 


Summary of Activity: 
The purpose of this study was to conduct a survey of 


role-playing as a leadership development technique. An 
attempt was made to determine the objectives and procedures 
that might be applicable to the technique when applied as 
an informal training method in local military commands. 

The method was considered as a supplementary training tool, 
to be used to complement and supplement military leadership 
development programs already in effect. 

The survey ware concerned with an investigation of 
role-playing from five angles: What is role-playing? What 
are the major obstacles involved in its use? How could it 
be applied in a military training situation? How would 
it be received in military training circles? 

To answer the first three questions, a library study 
and two individual investigations were undertaken. The 
information thus ottained was applied to an artificial 
situation for theoretical application. The combined re~ 
sults of these efforts were then incorporated into an exper- 
iment conducted by a military organization, in orcer to 


obtein a practical appraisal of the method in action. 
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The survey of literature was knowingly undertaken on 
a broad scale, to enable the investigator to gain a well- 
rounded view of the opinions of authorities in the flelds 
of psychiatry, peychology, education, industry, and the 
military. Emphasis was placed on the latter two areas be- 
eause of the apparent appropriateness of the literature to 
the problem at hand. 

Two individual field iavestigations and a practical 
experiment were undertaken to supplement the information 
available from library studies. The first of these inves- 
tigations consisted of a visit to the eval Air Technical 
Training Command, Naval Air Station, Memphis, Tennessee, 
and the Naval Training Command, Grent Lskes, Illinois, 
where the atudent observed at first hand the “practice 
demonstration" technique of inatruction practiced at the 
inmatructor training sachoole at those bases. 

A second field investigation consisted of a case atudy 
conducted with students enrolled in the Naval Keserve 
Officers! Training Corps unit at the Ohio State University. 
In this investigation, four classes were planned and cone 
ducted by the investigator, who acted as the group leader, 
in order to gain a better understanding of the problema 
of a role-playing director. 

The practical try-out of the technique wae concucted 


by a MWarine Corps fighter squadron, which permitted a 
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typloal local command setting for the experiment. The 
try-out was planned anc observed by the investigator over 
an eight week period. Active investigator participation 
ineludec instructor preparation, leading the group through 
an introductory cemonstration, observation, and compilation 


of comaents of the participating officers. 


Findings: 
The findings resulting from the study represent an 


appraisal rather than an evaluation of the method. The 
limitations of the study dictated this, but a useful over- 
all picture of current uses, appraisal of theoretical and 
reported values, the job of the group leader, and of the re- 
Bults of practical experience has resulted from the study. 
The preliminary survey of the literature concerned with 
role-playing showed that, although the method is not new as 
a training cevice, it is relatively new in modern ecucation. 
Only in recent years haz the technique been extensively used 
in planned training programs in schools and with adult edu- 
cation groups. 
Mest authoritics credit Loctor J. L. Moreno with the 
introduction of role-playing into modern education. He, 
and his disciples, have been instrumental in introducing 
the technique in the areas of psychiatry, psychology, for-~ 
mal education, and to some extent in industry. Use of the 


method in these areas has increased rapidly during the past 


ai 


oF Renee ryte emt em anhsene seem dawol deotees 
T9To Wiegss erst aa) gh AerenEe oe omnele aoe Cec 
natealiquo Dae <ap Ltewtemes yi dartenceeh piade. boddnd Oe 
ge se TE sede e tives 058 Yo asammmpe 30 


<= 18 Ge 








AB wssebuyes howe Gi) meth wold ceer eynlinl¥ ba? 





nai ama ongah eed 0a 
thud BY wort bin deded ‘eal Séaebwiiee Ieeltoent ze eelia 
date bdcrieased wanbensSbT $40 Wo Yrrese guseinilowm exe” 
ne wien Yow 41 hoidite eae Ayo te peu benoxe pulystg~alor 
wmatimoube wyean! wll Ban (ies thaten si'oy"lehbies guinieet 6 
bea yie Tensees need eopinueet wah sed erewe Sirewrs of the 
-me fans 1% Lew aloodne ok armors winter beansta”a? 
a vwehowy abee 

edt Sie seed 2) 8 Suisd tiki Oi ieatce nee 
(th be lieecks demain dead gAFyald- i301 to notdeabysees 
ieee ee teiamareded teed eyes jsethisate abl ons 
-1 «eplodngey .pereter rey 1s Seews we nt wupicdses ads 
ae.) ee ee ee 
yeey a rnd ¢lidgea Memsaend sad tov ovect at Balld ey 














113 


twenty years, but the method is still in the experinenteal 
stage in moet fields. industry and the military, in partic- 
ular, have only begun to make use of the varlous aurgested 
uses of the technique. It was found that use of the method, 
in these latter fields, has largely been restricted to three 
classifications: problem solving, selection, and training. 

It was found, through a survey of educational litera- 
ture, that the majority of educational authorities consider 
role-playing as ean educational method concerned with the 
learning by doing theory of lesrning. In the cpinion of most 
educators, the technique is theoretically sound. They con- 
sider it to be a valuable educational tool of an active 
nature, useful in many fields of learning because it pro- 
wides the "doing" in the learning process. 

Industrial training men were found to be interested in 
the method as a practical training technique, because they 
had need for more active training methods. There were few 
concrete evidences of results contained in their reports 
of values, slthough isolated reports indicated promise. The 
reports generally emphesized the interest gaining, flexibil- 
ity, and speed festures of the method. Yost practical train- 
ing authorities considered role-playing as a valuable train-~ 
ing method, suitable for use in conjunction with other 
training tools. 


The investigation concerned with the major obstacles 
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involved in the application of role-playing to leadership 
development indicated that most of the obstacles were con- 
cerned with the job of the group leader. It waa found that 
authorities disagree as to the advisability of using line 
executives for this function. This was not found to be a 
problem in the military, however, in that military poliey 
and regulation prescribe that line executives will teach 

in militery programs. The training for teachinre arsigenmentea 
was, therefore, found to be the principle problem in con- 
sidering the selection and trainings of role-playing in- 
etructors. There wes considerable evicence indicating that 
this problem could be satisfactorily ceealt with. 

Most authorities agreed that the ectual teaching job, 
ineluding the grouping of students, eelection of subject 
matter, planning of sessions, and conduct of classes, wae 
comparable to the job of the conference or discussion group 
leader, but that there were acditional elements involved. 
These elements were found to be important, but not ineur- 
mountable obstacles, 

The theoretical application in a military situation 
indicated that sctual use of the technique would te feaali- 
ble, although the sasumed case provided only one illuetra- 


we. The eritical situations 


ae 


tion of poliay and practical usa 
base for employing role-playing in leadership training was 


found promising for the purpose, 


aad 


aLanyatonl ot getyeceyales le anksisdtons 928 od Sen fovnt 
Oa TNS PRLRATRAD MT le Ame eee Peri leat sematoleyed 
tact (awry sees] stebeel quem 6% Te cbt oa FU tw benge 
eek qrcey 20 GULL Dpwkip be ty Ot On peepanth Sele tqunqee 
AAS Os hoe ti mee GD .mOEDeT) PEP HOT pordaupenD 
gotten radi ie seat W2 oper ened .tUA Se eer as epddong 


wat qutyete-nloy 3% gucatew Sop onbjeeloe aad witgubss 
Jatt peta din { somepios sideapiivamn se exact, . cup nuyts 
Ott, amEtand favcae ecit sed? heaves sasdtyoadns face. 
Seales De on tdanine aepakeds Ty pabgngy en? qptevisgs 
ane yerepale Wr dnubews beh ,cantocee In qntansdy cart me 
quot aotemmaib ww eauetetuos anf Yo dol ent a2 oloqnames 
shocdners ehbmeete Sauotd hoy met eves? Anas fed, «pehoet 
wee! bee fied pdaaloewy nf s¢ fed sane etree eset 
.eolaetede elusiauom 

qotiact in que tite « at cttuiiben fectargoats OCD 
—ASnye WF Rome mmepticdnes aed Yo oun Lamdee Amat Dadpntont 
rontveunth Capirkrs oe .apeah samtepang tne geting te ole 
awe pedelowt Ghdedeteat us garyate~eter gutqelgae Wh eset 
RRR ASS GT Bole ieee bred 











115 


The experimental use of role-playing in a local com 
mend training situation showed high student interest, 
flexibility in application, and a favoratie student and 
management reception. There waa evidence thet the students 
gained confidence in their ability to meet future leadership 
situations as a result of their training experiences. The 
case study generally verified the advantages, limitations, 
and hypotheses sugzested by the survey of literature and 


earlier personal investigations. 


Conclusions: 
The findings of the study have caused the Inveetigator 
to form the following conclusions: 


lL. There are two recognized classifications of the 
use of role-playing appropriate for application 
to military leadersnip development. Approsches 
through problem solving and training, separately 
and in combination, can apparently contribute 
effectively to the executive growth of the 
military officer. 


2. Role-playing is a theoretically sound training 
technique; an example of the “learning by doing” 
family of educational devices. It is an active 
learning method, featuring group participation, 
student interest, flexibllity, speed, and 
practical application of knowledce. 


3. Role-claying should be considered as another 
valuable trainins teennique, esultable for use 
with other training methods, primarily to pro-~ 
vide the "dcoing” element in the learning 
process. 


. The suceess of the technique largely depends 
upon the ability of the instructor, whose job 
is difflcult and complex. The obstacles in- 
volved can be met through intellirent selection 
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of leaders, adequate teacher training, and 
diligent application of teaching procedures and 
principles. 


There is no prescribed military policy that pro- 
vides an established basie for leadership cevelop- 
ment programa. As a result, users are free to 
utilize any suitable method, such as the cheracter- 
istics approach or the critical situation approach, 


Role-playing is acceptable to miiltary officer 
student groups, and will promote student interest 
in leadership improvement and development. The 
students will build confidence in thelr leadership 
ability through use of the method. 


The method is still ina stage of development, 
and its empirical validity remains to be proved. 
fost users are restricted in reporting its values 
for this reason. An evaluation would require 
observation of leadership development over a 
considerable period of time, perhaps five to ten 
years, to obtain the necessary validity check. 


Thies study has resulted in e survey of uses and 
possibilities. The study enda at a point where 
the author can report that the results achieved 
indicate thet further etudy and experimentation 
should prove valuable and worthwhile. itiowever, 
the current statue of the method coes not permit 
accurate conclusions to be drawn regarding values 
that can be gained from ite use. 


Recommendations: 


The conclusions reached in this study indicate that 


continued research would te of value. It is therefore 


recommended that: 


l. Additional experimental military programs be 


2. 


instituted under controlled conditions, with 
preseribed leudersnip principles, trained in- 
structors, and qualified observers. 


The recommended experimental programe should be 
introduced on a voluntary trial basis, to eupple~ 
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ment and complement existing military leadership 
development programs. These experiments should 
be carefully observed and reported upon to assist 
in continuation of the study. 

5. An extenaive empirical validity check should be 


made with one or more officer groups over a cone 
Siderable period of time. 

l.. Study should be conducted leading toward the 
cetermination of a military leaderaulp develop- 
ment policy, upon which role-playing and other 
leadership training progrema can be uniformily 
based. Until such a policy is adopted, it is 
recommended that the critical situations approach 
be utilized as a base for experimental role- 
playing programe. 


Summary ¢ 

The appraisal of role-playing as a method of develop- 
ing military leaders hes indicated that the technique may 
be of value as a supplementary leaderenip training device. 
The limitations involved in the study prevented a comprehen- 
sive evaluation, but the objectives and orocedures found 
useful in other ereas appeared promising when applied te 
the development of military officers. These results jJusti- 
fied the conclusion that additional experimentation and 


researeh should prove valuable and worthwhile. 
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